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COMPETENCY 1.0 FACILITATING CHANGE THROUGH A SHARED 
EDUCATIONAL VISION 
Skill 1.1 Demonstrating knowledge of how to implement key concepts, 


principles, and applications of the change process 


Today, the school principal is recognized as a critical person for impacting 
instructional change and bringing to fruition the goals and objectives of a school. 
The kind and quality of leadership exercised by those invested with the authority 
to supervise school operations makes a difference in the lives of students, the 
community, and ultimately the nation. Hence, the role of the principal and the 
competencies that an individual brings to this position are key elements in 
creating dynamic and effective school organizations. (The changes of the 
schools are very important and to make that happen different people have to play 
a role). 


Change is always easier to talk about than it is to accomplish. Yet change must 
be a consistent element of organizational vitality. Determining when to change 
and what to change in the organizational milieu presents difficulties for a leader. 
People resist change for a variety of reasons. Perhaps the most prominent 
barrier to change is the threat it poses to individual roles and the perceived 
security individuals have in an organization. Human beings resist change almost 
instinctively. Regardless of the way a certain task is being performed, individuals 
engaged in performing it are familiar with the details and comfortable using the 
existing format. 


Change is viewed as disruptive because members of an organization have 
devoted energy and resources to accomplishing certain tasks in prescribed ways. 
To alter the methodology suggests a threat to competency—given a new way of 
doing it, individuals are not sure they can accomplish the task. So much has 
been invested in the old way that it is very difficult to acknowledge another 
method. As well, there is the perceived legitimacy of the old versus the unknown 
qualities of the new. (The important of change must be met with consensus). 


Change entertained for the organization should be well thought through. Social 
scientists have suggested that change occurs in three stages. The first stage is 
initiation, in which ideas are formulated and decisions are made regarding the 
nature and scope of change. The second stage is implementation, in which the 
change is applied in the environment. During the third stage, integration, the 
change is stabilized in the environment. 
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Several points are advised for individuals seeking to be change agents. The 
change that is to be introduced should not be done abruptly, but rather 
mentioned and discussed over a period of time preceding its intended 
implementation. Considerable support for the change should be marshaled so 
that it has sufficient sustaining force within the organization. Details must be 
shared regarding the specific goals to be addressed by the change. (The 
changed must be recognized before the change actually happen). 


Furthermore, when change is top-down, or driven entirely be a school principal, 
for example, change is viewed as a threat. Successful change comes from 
allowing teachers in a school to be central in the decision-making and 
implementation process. While studies of decentralized decision making (or site- 
based management) are mixed on the impact of involving teachers in 
management decisions, in general principle, top-down or imposed change 
causes more anxiety and is less effective at effecting real and significant change. 


Doll (1996) discusses the process of change from three different perspectives. 
First, change is viewed as technical; that is, technical assistance can be 
employed to carefully design and implement an innovation. Second, change is 
political; there are special interests of individuals at work in the planning of 
change. Third, change is cultural; each change has the potential for disturbing or 
altering the cultural context. (Change comes with lots of mixed influences). 


In a plan called the research utilizing problem-solving process, the Northwest 
Regional Educational Laboratory used a modified version of the classic five-step 
change process. It concentrates primarily on the initiation phase of a change 
process and the steps are (a) identifying a need for change, (b) diagnosing the 
situation in which change is to take place, (c) considering alternative courses of 
action, (d) testing the feasibility of a plan for change, and (e) adoption, diffusion, 
and adaptation for a successful change effort. 


Irrespective of the chosen theory of change, school leaders must understand that 
certain factors can either support or stifle change. Generally, a school leader 
should develop a support system for change in the school environment. 
Teachers are the ones expected to implement innovations and sustain change; 
therefore, attention must be paid to them and their emotional and professional 
needs. In addition, there is a greater likelinood of change becoming legitimized in 
the school if the change is made in a non-punitive, pressure-less, supportive 
environment. (There must be certain steps taking place in order to see change). 
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Skill 1.2 Demonstrating knowledge of various theories of change and 
conflict resolution 


Principals are leaders. Their behavior and stated and implied communication 
have a tremendous impact on those with whom they work. Others often follow 
the lead of the principal. If a principal is calm in difficult situations, the students, 
parents, staff, and faculty will usually assume this position; the reverse is also 
true. 


A principal who resolves conflict in a systematic, fair manner promotes this kind 
of behavior within the school. The means by which a principal shares information 
and reaches decisions are closely observed and followed. 


The principal who shows partiality or insists that his or her position is the only 
one will not obtain meaningful input from those with whom he or she is working. 
Under this management style people will say what they expect the principal to 
say, say nothing, or agree with the principal's views. Thus the best collective 
thinking of the learning community is not harnessed during the planning, 
implementation, or evaluation of the work of the school. If the principal appears to 
open up discussion, others in the environment will respond accordingly. A strong 
principal realizes that there are times when decisions must be made and makes 
them in a timely fashion. For example, if a person enters the campus with a gun, 
the principal must take action to provide for the safety of everyone. If teachers 
have conflict, the principal must find means to resolve the problem before it 
deters the achievement of organizational goals. 


Skill 1.3 Applying knowledge of strategies for initiating change in the 
educational environment 


Generally, change is desirable for growth and development; however, not all 
reasons for change are plausible. In many instances, the acceptance of change 
is dependent on concrete measures of comparison between the existing and the 
desired programs. Such comparison might be facilitated through the Purvus 
Discrepancy Evaluation Model in which program standards and performance 
must first be determined, then both performance and standards are compared to 
determine if there are discrepancies. The discrepancy between standards and 
performance is established throughout every aspect of the program including the 
design, installation, processes, products, and cost. 


Change will not necessarily occur just because someone has a bright idea that 
may very well be beneficial to the school. Change will occur when the individuals 
at all levels in the organization recognize that there is a need for it. It takes 
effective leadership and open two-way communication to initiate the change 
process. Problem solving, support, and continuous assessment of the process 
are also important aspects of promoting change. 
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Understanding administrative theories of change can be very useful in the 
process of implementing new curriculum. Kirt Lewin’s Force Field Model looks at 
how two groups of opposing forces, when equalized, acquire a balance or 
equilibrium. This model states that once unfreezing occurs, the driving force 
reduces the power of the restraining force thereby increasing actions to attain 
change. The restraining force is generally governed by fear of the unknown, 
strong identification with traditional values of the organization, or obsolete 
knowledge, which helps to maintain the status quo. The driving force is armed 
new knowledge, technology, societal values, processes, or institutional approval 
to initiate the change process. 


Specific strategies for curriculum implementation, for example, depend greatly on 
the curriculum implementation model for change. Among these are the 
Organizational Resistance to Change model (ORC model), the Organizational 
Development model, the Organizational Parts, Units, and Loops model, and the 
Educational Change model. 


The ORC Model accepts that resistance to change is natural because individuals 
become very comfortable with what they know and are afraid of the unknown. 
Therefore, they resist change in order to preserve the status quo. However, this 
model sees change and innovation as inevitable and essential to organizational 
and curriculum growth and development. The model produces a high level of 
success because it levels the playing field for those involved by endorsing power 
equalization between administrators and teachers. 


Skill 1.4 Demonstrating knowledge of how to gather support for change 
and build both internal and external alliances to support the 
change process 


Schools do not exist in a vacuum. As such, they are characterized as open 
systems, signifying that they are interrelated with the environments within which 
They exist. The external environment of schools includes parents, businesses, 
Taxpayers, and politicians. All of these are important to schools as their actions 
directly or indirectly affect the operations of a school. Legislatures, colleges, and 
other governmental or educational agencies increasingly influence schools. 
Administrators must realize that while schools cannot be all things to all 
constituents, schools depend upon their environment for resources and support. 
Hence, schools must maintain public relations campaigns regarding their 
effectiveness. As well, it is important for school leaders to know who possesses 
and exercises power in a community. 
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Administrators must also facilitate schools reacting to changing environmental 
conditions, demographics, and economic issues. For instance, changes in the job 
market requires the educational organization to prepare students accordingly. 
Accommodating these changes must be handled delicately; a school leader can 
expect difficulties if there is a significant departure from the standards and norms 
expected in the community. (Since the schools are open, they must be protected 
by many inside the organization). 


Schools have recently needed to consider not only the immediate community, but 
also the broader public, governmental regulation, and the fear of declining 
enrollment or state take-over Federally-mandated accountability systems such as 
No Child Left Behind, have put governmental and public oversight into the mix. 
While this legislation leaves operational policies to local regulation, schools must 
demonstrate that they successfully prepare all students to meet achievement 
standards. In many ways, this federal law has encouraged schools to become 
more competitive with one another for students, attention, and funding. 


Skill 1.5 Demonstrating knowledge of how to articulate components of 
the vision and the leadership processes necessary to 
implement and support the vision 


In order to garner support for a plan of action, a leader must make careful plans 
and all actions must be attached to achievable and measurable goals and 
objectives. Who participates in the planning process is also crucial to receiving a 
quality and dynamic plan for implementation. Everyone on the team must 
understand the goals and objectives and they must agree upon which measures 
will determine successful attainment of these benchmarks. At times 
administrators must act before thinking; planning, however, is a commitment to 
think before acting. While this helps administrators avoid negative consequences 
there are still anticipated and unanticipated consequences to planning. This is 
particularly the case because planning, like decision making, often occurs in the 
absence of all the necessary information. In fact, the current drive for “strategic 
planning” has many critics arguing that too much attention on planning distracts 
school personnel from actually accomplishing their plans. Yet, planning is vital 
because no planning is worse than poor planning. 


In schools, the planning function identifies long term and short term goals that 
move the organization from where it is to where stakeholders want it to be 
(Kaiser, 1996). Schools must plan for everything from student enrollments, 
staffing projections, curriculum needs, and the vision established by 
stakeholders. Administrators must increase support systems to accomplish 
school goals and decrease those elements that can have a negative influence on 
its functioning. 
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Skill 1.6 Analyzing relationships between elements of the political, 
economic, social, cultural, and value systems of the 
community, the state, and the nation and the educational 
vision 


The school curriculum is an action plan to educate children. The aims and goals 
that shape education are generated from nationwide commissions and task 
forces comprised of educators, and other influential citizens, including politicians. 
An example was the 1938 report A Nation-At-Risk in which the Commission on 
Excellent in Education reported its findings on the quality of education in America 
and made specific recommendations. Another example is the effort made by 
President Bush and state governors with the Goals 2000 effort, which emerged in 
1990. 


At the local level, task forces of parents, educators, and community groups 
impact school curriculum similar to national groups. Change is affected by data 
including attitudinal surveys of the students, teachers, and parent and community 
groups. Other data sources for curriculum selection include direct student 
information, such as interviews and conferences. These yield information related 
to dispositions for learning, likes and dislikes, as well as difficulties experienced 
by students due to the curriculum design or related situations. Additionally, 
anecdotal records held by teachers and the contents of student folders, such as 
testing results and report cards, may contribute to the development of profiles of 
students to aide in the decision-making process regarding curriculum selection. 
Currently, curriculum selection is a result of national concerns about reading 
comprehension and math and science achievement, all in the name of economic 
competition with other countries. 


Research findings about curriculum principles and design, as well as content 
organization, are also valuable for decision-making. Societal expectations 
directly impact the objectives for learning. The Goals 2000 movement has 
particularly influenced the way goals are developed. Rather than stating vague 
ideas, educators must now provide behavioral objectives. These types of 
objectives are effective because they express exactly who is to achieve what and 
by when, thus, success can be measured. For example, Goal Four (4) of Goals 
2000 states “By the year 2000, U.S. students will be first in the world in science 
and mathematics achievement.” The expectations of this societal goal affected 
the curriculum in every state, district, and school. Even if this goal was lofty and 
not fully attained, it has affected the selection and content of the local curriculum. 
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The Commission for Goals 2000 uncovered the deplorable student achievement 
in math and science and by disclosing these conditions, parent, teachers, and 
community groups endorsed these goals as a way of improving education. Thus, 
the commission influenced a chain reaction where objectives were identified at 
the lowest levels to change the outcomes in these subject areas. As a result, 
subject-area goals were clearly written and became the driving force of 
curriculum change. The nation is also concerned with producing citizens who are 
prepared to transmit the ideals of a democratic society. Therefore, the school as 
a societal institution must include in its teaching and learning process objectives 
that will produce desirable learner outcomes. 


SKILL 1.7 Identifying strategies for leading the school community in the 
adoption of challenging performance standards 


There are high expectations in all content areas for students in the state of 
Georgia. To ensure the students are successful in meeting the academic 
achievement goals, teachers must also be held to high standards of instruction. 
For most schools, this means making radical changes to their instructional 
practices. For administrators, attempting to change the way teachers teach and 
the look of their classrooms may present a real challenge. There are several 
reasons why teachers resist change. To compound the problem, those who have 
been in the profession for a while or have been at a school for a few years may 
be resistant to change simply if they perceive it as being the idea of a new 
administration. For all these reasons, principals need to be very strategic in 
implementing large scale changes. 


An effective strategy for overcoming resistance to instructional change is to guide 
teachers in planning sessions. During these workshops the new, more rigorous 
performance standards are dissected and the staff highlights how they can 
implement the standards in instruction. Analysis and diagnosis of students and 
their data should be another focus during instructional planning. Allowing 
teachers to analyze test results will help them determine students’ current 
attainment. Once instructors know where their students are currently, they can 
tailor lesson plans for the more challenging performance standards. As the 
changes are being made, success needs to be celebrated and everyone must 
recognize what they are doing well and honestly address shortcomings. 
Collaboration is still necessary but comparisons with other schools should be 
minimized as every school is different. 


Additionally, administrators should work with teachers individually including: 


° Making time to be in the classroom to help the teachers. 

e Setting meetings to help teachers discuss and talk about their successes 
in the classroom. 

e Encouraging teachers to analyze the standards so that they can easily see 


what the students need to learn. 
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One method of making sure that teachers teach the curriculum without becoming 
overburdened is vertical planning with colleagues, or taking a close look at the 
standards as they progress from one grade to another. Teachers of each grade 
can meet in groups to look at the standards to determine which are taught in 
depth in an earlier grade and which are more fully covered in later grades. This 
will allow the teachers to develop a list of standards that are absolutely 
necessary for each grade and a list of those that are stressed in another grade 
level. 


Another strategy for helping teachers to adopt challenging performance 
standards is to provide professional development in planning lessons and units. 
If teachers plan with the end in mind, they will be able to identify what 
demonstrates student mastery of the specific skill taught. A third method is to 
use exemplars, in that way students know what demonstrates mastery. 


Skill 1.8 Demonstrating knowledge of how to align the district's 
educational vision and the instructional program with the 
policies and goals of the board of education or other 
governing entity 


In this age of school accountability, principals are indeed instructional leaders. 
They must be responsible for the quality of instruction on their campuses. While 
they cannot be fully responsible, as schools are made up of many professionals, 
they do have great influence on the instruction in each classroom. Curricular, 
decisions are often made at the district level or within departments or 
committees. School leaders generally defer to the expertise of teachers or 
curriculum specialists; however, they can have a strong impact on procedures, 
standards, and outcomes. By being present, informed, and collaborative, they 
can help to create high-level curriculum-implementation for all classrooms. 


Curriculum originates from the purposes of education that the community, board, 
states, or region hold dear. For example, when local stakeholders, believe that all 
students should have strong knowledge of civic foundations, the curriculum 
reflects this ideal. Schools are not likely to develop curricula for academic areas 
that are not important to any stakeholder group. When appropriate topics are 
decided upon, curriculum is developed in order to organize the content into a 
manageable and logical progression. Curriculum is usually organized by topic 
areas; added to those topics are texts, outside resources, assessments, projects, 
and activities. Additionally, specific instructional techniques are recommended. 
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In most schools, the curriculum is already developed for most subjects. An 
individual may ask “why is curriculum still an issue, then?” Primarily because all 
curriculum can be improved. Most schools take it upon themselves to modify 
curriculum on a regular basis as they draw from previous experience on what 
worked and what didn’t work. Curriculum also changes when new priorities are 
handed down in the form of legislation. A third reason is that schools want to 
create a curriculum that will reflect their own individual needs, even though the 
basic structures may be already dictated. In such cases, pieces of the curriculum 
are adapted. Sources, such as conferences, books, programs, and formal 
interventions are helpful in creating curricula. 


Instructional objectives are usually met though trial, feedback, improvement, and 
new knowledge. Teachers cannot improve without new ideas, practice, and 
advice. Principals, other teacher-leaders, instructional coaches, and mentors can 
provide valuable assistance to teachers as they seek to improve their practice. 
One-on-one coaching or mentoring is particularly effective in helping teachers to 
improve. Although principals can be effective at this, teachers may be more likely 
to trust non-evaluative staff with questions, concerns, or problems that they need 
addressed. 


Once teachers are ready to implement a curriculum a clear progression must be 
made from goals to student’s current knowledge, the instructional activities, and 
a plan to assess learning. Diagnosis is the precursor to instruction, as teachers 
need to assess what students do and do not know. Then the diagnosis becomes 
the basis for the instructional planning. Collaborative instructional planning and 
decision making is typical. Continuity is built across grade levels, programs, and 
courses. Curriculum alignment is periodic, and staff, students, and parents know 
the priorities of the scope of the curriculum. The content of the curriculum is free 
from biases including gender, ethnic, and racial biases. 


The school curriculum is in reality a plan of action to educate children. The plan 
includes goals and objectives, and activities and materials to support learning. 
The evaluation process identifies the attainment of the goals and objectives. The 
many approaches to curriculum are a reflection of educational philosophies, 
psychological foundations, and social and developmental theories. Approaches 
to curriculum also include viewpoints about the roles of the learners, teachers, 
specialists, goals and objectives, and other important content to be examined. 


Curricular approaches can be technical/ scientific or non-technical/non-scientific. 
Among the technical/scientific approaches are specific behavioral approaches, 
the managerial approach, and the systems approach. Non-technical/nonscientific 
approaches to curriculum include the academic and humanistic approaches. 
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The behavioral approach is rooted in the scientific management theory of 
Frederick Taylor, which emphasized efficiency and productivity. Ralph Tyler, 
Franklin Babbitt, Hilda Tabba pioneered the educational application, and others 
is a very efficient model for school operation. It is a blueprint that includes goals, 
objectives, and step-by-step sequencing of content, activities, and learning 
outcomes. This strategy is still used in teacher lesson and unit plans. 


The managerial approach considers the school as a social system in which 
students, teachers, administrators, and other members of the school community 
interact based on social norms. In this setting, space, schedules, and programs 
are important factors. While logical and sequential steps are expected, the focus 
is on the organizational aspect of curriculum rather than the implementation. This 
approach brought innovations, such as non-graded schools, departmentalization, 
and the homeroom concept. 


The system approach views organizational units and sub-units as integral parts 
of the whole. Diagrams and flow charts are important to view the curriculum as a 
whole system that can be monitored. It is viewed as curriculum engineering. With 
this approach, individual issues are related to the whole system. 


The academic approach is among the nonscientific/non-technical approaches to 
curriculum. It is philosophical and theoretical and especially concerned with 
broad aspects of schooling, background information, and overviews of events 
and people, which makes it rigid and non-practical for the classroom and 
schools. Nonetheless, it does reflect useful educational views for curriculum 
developers and theorists. 


The humanistic approach is another non-scientific/non-technical approach rooted 
in the child-centered movement, which gained recognition with the growth of child 
psychology and humanistic psychology in the 1940s and 1950s. This approach is 
concerned with the social, artistic, physical, and cultural aspects of curriculum. 
Additionally, it is concerned with the need for self-reflection and self-actualization 
of the learner along with the social, psychological, and environmental dynamics 
of the classroom. 
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COMPETENCY 2.0 FACILITATING CHANGE THROUGH A SHARED 
EDUCATIONAL VISION 
Skill 2.1 Demonstrating knowledge of skills and strategies for leading 


the development and implementation of a mission, a strategic 
plan, and action plans driven by the shared vision 


A building administrator must help school staff to determine the instructional 
objectives for individual classes and the building as a whole. For administrators, 
aims, objectives, and goals for the school are derived from the marriage between 
the districts’ mandates and their own underlying philosophy of education. 
Similarly, teachers develop aims, objectives and goals for lessons based on their 
individual educational philosophies, which should be aligned with that of the 
school district and school. The instructional team will make greater, smoother 
progress if they share similar philosophies about education and embrace basic 
tenets about their roles as educators and their students as learners. A shared 
philosophy can then lead to the team embracing a shared vision, mission, plan, 
and action. 


Once there is a commitment to attaining educational excellence, the team can 
determine what the objectives and goals for each subject will be. This is 
necessary both in horizontal and vertical organization of the curriculum. First, 
determine the objective and detail what a student who achieved the objective 
would look like. It is helpful to list these descriptors. Next, consider the weakest 
students in your class or building and what they can currently accomplish. The 
discrepancy between the two levels provides the data necessary for determining 
the instructional objectives that need to be established. 


The instructional objectives should reflect the level at which the students are 
operating in the cognitive, psychomotor, and/or affective domains. Therefore 
objectives should guide the selection of instructional resources and classroom 
activities, not vice versa. Objectives are aimed at general learning outcomes and 
must be stated in terms of observable student outcomes. For example, teachers 
may guide students in plotting coordinates on a graph. If the broad objective is 
“understands”, then sub-objectives should describe what “understands” looks 
like. 


Effective instructional objectives must guide the remaining steps in planning a 
lesson. Not using objectives would be similar to planning a trip without a 
destination. State and local standards or grade-level expectations are a usual 
starting point for determining the objectives. Staff should work together to 
determine the lasting knowledge and abilities they want children to acquire. 
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Skill 2.2 Applying knowledge of procedures for gathering, analyzing, 
and using data from a variety of sources (e.g., student 
assessment results, student and family demographic data, 
analysis of community needs) for decision making and 
problem solving 


When making decisions or solving problems, administrators should gather data 
from a number of sources, including classroom observations, interviews and 
discussions with students, discussion with teachers and parents, testing and 
measurement data, information from pupil services or guidance services, and 
surveys of the school and school community. 


This systematic process may require information ranging from grade level 
surveys of needs to school-wide surveys. This practice will not have full impact 
unless careful attention is given to a cohesive set of goals developed jointly with 
administrators, teachers, parents, and members of the school community to 
address specific needs. It is important that the instrument gathers pertinent 
information related to students’ needs and the program environment at the 
school. Once the instrument is administered and the results are quantified, 
analyzed, and interpreted, the direction to follow is then determined. 


For program development, goal statements are carefully stated and established, 
and goals are prioritized and linked to performance outcomes of the students. A 
needs assessment can be used and it typically follows a sequence where data is 
collected, organized, and reported to stakeholders. High-priority goals are 
implemented with specific strategies delineated. However, if the purpose of the 
assessment is to progress check, then the assessment instrument should reflect 
statements concerning activities and functions of the students and the staff, as 
well as communication between the various levels. The systematic assessment 
of school needs should go beyond surveys to include cumulative folder content, 
anecdotal records, test results, interviews, classroom sociograms, direct teacher 
observations, and other means deemed appropriate. 


Skill 2.3 Makes decisions based on key theories of leadership, 
research, best practices, and the vision 


There are various approaches to understanding the qualities of good leaders, 
qualities that principals may want to emulate. The trait approach to leadership 
focuses on the personality traits of leaders. The situational approach postulates 
that leadership is a result of understanding the idiosyncrasies and characteristics 
of specific groups. Additionally, research from Ohio State University placed 
leadership in two dimensions, task and consideration. This two-factor view of 
leadership increased understanding of leadership behavior. Finally, another 
approach to understanding leadership emerged, known as the contingency 
approach. The contingency approach specified that the kind of leadership to be 
exerted depends upon a number of variables, including personality, task, group 
dynamics, and the situation. 
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Many theorists have proposed frameworks as they attempt to understand the 
dynamics that take place in organizations. To form its foundation, educational 
administration has borrowed extensively from organizational theorists. 


Early organizational theorists were more concerned with how well people 
performed given tasks in the enterprise than with the well being of the individuals 
in the organization. These theories and beliefs about organizations and 
individuals were soon challenged by another set of theories and beliefs, which 
focused on the quality of relationships and the importance of people in the 
organization. This evolutionary pattern was followed by critical analysis of the 
formal and informal structures existing in organizations. The conceptualization of 
organizations as a system, with internal and external influences, further 
contributed to the base of knowledge for educational administration and 
leadership. 


A particularly salient view of leadership within organizations was developed by 
Bolman and Deal (1997). Their view is that people within organizations operate 
within one (or more) of four organizational frames: structural, human resources, 
political, and symbolic. These authors argue that most leaders operate in the 
structural frame (focusing on hierarchies, rules, regulations, procedures, etc.) or 
the human resources frame (focusing on the needs of people; within schools, this 
could either be teachers, students, or both). The authors also argue that the two 
remaining frames, often ignored, are highly important for the proper running of an 
organization. The political frame focuses on sources of power, and the symbolic 
frame focuses on the symbols of organizational culture and history that are so 
important to employees, students, and others. 

It is apparent that school administration parallels that of business organizations 
and other enterprises in American society. Ours is a rapidly changing world, 
which impacts the way organizations function. Moreover, changing situations 
require leaders of organizations to assess their abilities and to understand the 
characteristics needed to lead effectively (Lewis, 1993). 


Skill 2.4 Applies principles of critical thinking to decision-making and 
problem solving 


Effective administrators must make wise decisions more often than they make 
ones that are mistakes. Although there is inherent risk of receiving unfavorable 
opinions and outcomes, by using several decision-making techniques, 
administrators can increase the number of wise decisions they make. First, 
decisions should be based on logic and evidence rather than on bias and 
conjecture. As human beings, administrators will possess many opinions and 
ideas that define them as individuals. The problem arises, however, when 
leaders allow biases to cloud their judgment or outweigh decisions that are more 
appropriate, practical, or fair. 
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Laying aside bias can be challenging for even the most accommodating person. 
However, the practice becomes much easier when you have clear knowledge of 
your own positions, understanding why you have taken those positions, and 
actively seek out and accept the perspectives of those who have different views. 
It is also important for decisions to be made based on logic and evidence. When 
there appears to be a dissonance between what you want to do and what the 
facts and evidence would dictate, it is important to think even more seriously 
about revising your position. At times this process is aided by including key 
stakeholders into the discussion. It is often eye opening to hear the perspectives 
of those for whom the decision has the greatest impact. In addition, followers 
tend to rally behind an administrator who values and utilizes the opinions and 
ideas of stakeholders. 


Skill 2.5 Implements fiscally sound policies and practices to support 
and sustain the district's educational vision 


Fiscal management encompasses all budgetary and financial issues. 
Administrators must be able to not only supervise the funds they are given, but 
be able to trim their budgets and raise additional capital if necessary. The first 
step in effective budgeting is an awareness of revenues and expenses. The 
minimum requirement for fiscally sound practices is to maintain a balance 
between the source of income and the areas where monies must be spent. A 
step further would be maintaining a budgetary surplus at the end of the school 
year. To achieve any of these goals administrators must have clear oversight 
awareness of all components of their school including human resources and 
salaries, teaching and learning needs, maintenance and supplies, and plant and 
physical facilities. The Fiscal Crisis and Management Assistance Team for the 
state of California has identified the 11 areas most commonly present in schools 
or districts in financial distress or seeking emergency funds. The seven starred 
items represent the most prevalent conditions: 


Leadership Breakdown* 

Ineffective Communication* 

Collapse of Infrastructure 

Inadequate Budget Development* 

Limited Budget Monitoring* 

Poor Position Control* 

Ineffective Management Information Systems* 
Inattention to Categorical Programs* 
Substantial Long-Term Debt Commitments 
10. Human Resource Crisis 

11.Related Issues of Concern such as waning community support 


eset ae ca eee all be 
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While avoiding these pitfalls, the administrator must prioritize and plan for 
instruction. Students who are exceeding the requirement need to be challenged 
and those who fall behind need extra supports so they can experience success. 
Managing the budget in order to educate all students, this is the goal of an 
effective educational administrator. 


Skill 2.6 Uses the educational vision as a benchmark for analyzing the 
needs and accomplishments of the district and its schools 


No matter what goals are set in a school, the ultimate goal is to increase the level 
of achievement for all students. Sometimes these goals are expressed in terms 
of students achieving a specific score on standardized tests. In others they may 
involve increasing student attendance or parental involvement. Along with these 
larger goals, there may be intermediate goals such as providing suitable 
professional development or purchasing resources. 


Just as teachers use goals and benchmarks to guide their instruction, 
administrators can also set benchmarks to help them assess how well the school 
is achieving the goals. Student assessment is usually the guiding principle for 
knowing whether or not the school is performing as it should academically. 
Therefore, a comprehensive analysis of the figures is necessary to determine 
where success has been achieved and where more work needs to be done. 


Under each goal, there should be a list of short-term goals, who is responsible for 
them and by when. Regular review of these will be the basis for assessing the 
larger goals in the school growth and improvement plan. However, as each 
milestone is reached, it is necessary to revisit the goals, determine needs and set 
more goals. Achieving school growth is an ongoing process because the school 
will never reach a point where it does not have more growing to do in terms of 
teaching and learning. 


Current research on school growth and development as well as instructional 
methodologies should be part of all goals. When these are at the forefront of 
teachers planning and they are taking small steps to improve student learning 
and their knowledge of the different ways students learn, the goals will eventually 
be achieved. 


Assessment of the school goals also requires the participation of other 
stakeholders, such as parents and community members. Specialists working 
with the school, such as guidance counselors and mental health workers who are 
from the community, rather than the school, should also be involved in the 
assessment process. They can provide valuable information about specific 
students that will help identify special needs that must be considered. 
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Competency 3.0 UNDERSTANDS HOW TO ENGAGE 
STAKEHOLDERS IN COLLABORATIVE EFFORTS 
TO ACHIEVE THE VISION 


SKILL 3.1 Identifies decisions that must be made and problems that 
must be solved, and by whom 


All leaders must have the capacity to make decisions quickly and effectively 
because a huge portion of a principal's day is spent solving problems. This is an 
essential skill in today's high pressure and ever-changing school environment. 
Decisions are at the heart of leader success, and there are critical moments 
when decisions can be difficult, perplexing, and nerve-racking. 

If principals react to the pressures and problems without a plan or system for 
problem solving then actions may be taken before thinking through the situation 
and outcomes. Principals need time to study each problem before trying to fix it, 
especially when decisions are irreversible or long lasting. But in the haste to 
move on, it's easy to pick the wrong alternative at the right time or the right 
alternative at the wrong time. 


e Don't decide without all the facts. 

e Making decisions when you're angry or to punish someone is a big 
mistake. 

e Never make a decision just to show off. 

e Decisions which are illegal, violate your code of ethics, or aren't in the best 
interest of students should be avoided at all costs. 

e Don't make decisions for which others will get all the blame. 

e When a decision feels wrong or isn't yours to make, don't make it. 


When school leaders are reactive instead of proactive, poor decisions may be 
the result. Planning, however, is a commitment to think before acting, which 
prevents administrators from potentially being embroiled in a set of negative 
consequences. If you make quick decisions, you often end up recycling the 
solutions and this can lead to a pattern of solving the same problems over and 
over again. 


In schools, there is a need to plan the curriculum, to plan for students, and to 
plan for teachers. The essential foundation of planning begins with the 
identification of needs (problems that need a solution). A need is identified as a 
measurable discrepancy between what currently exists and a desired outcome. 


The planning function entails an agreement on long term and short term goals 
that move the school from where it is to where stakeholders want it to be (Kaiser, 
1996). Schools need to have a strategic plan that details what the school wants 
to accomplish over a period of time. Planning by administrators can be to identify 
potential support to accomplish school goals and to identify those elements that 
can have a negative influence on the functioning of the school. 
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All members of staff, students, and parents/guardians can be leaders within the 
school as well as the community. This is the essence of transformational 
leadership in that it fosters the growth of the stakeholders and enhances their 
goals. It also helps to bring about a greater sense of professionalism within the 
school community. 


By allowing teachers, students and parents/guardians a greater voice in the 
workings of the school, a principal will find that these groups are more willing to 
make extra efforts. Of course, the principal still has to maintain control and be the 
ultimate decision maker. 


Participants who believe that they have been successful, either alone or as part 
of ateam, are more likely to apply what they have learned to bring about 
changes in the school. The principal can help to influence the decisions about 
these successes by providing a picture of what a successful school looks like. 
The principal can set feasible goals and help to interpret the data to determine 
success or failure. 


Celebrating accomplishments and having high expectations for teachers, 
students and parents contribute to empowering the groups of individuals to 
become leaders. Failures should be treated as learning experiences and 
opportunities to find out what works and what doesn't work. 


As principals visit the classrooms, talk with teachers, students and parents they 
can develop strategies, such as providing timely and accurate feedback. 
Persuasion techniques also work well with empowering leadership amongst the 
stakeholders. Delivering inspirational messages, while still addressing problem 
areas, can do this. Exemplars of successful teamwork help those who are not 
quite sure of the process. Timetabling that allows teachers time to collaborate or 
observe each other increases teacher empowerment and makes it easier for 
them to become leaders. Such activities also help reduce teacher stress because 
they don't have to spend extra amounts of time in meetings after school hours. 


A collaborative school culture that encompasses the views of staff, students and 
parents will also enable them to deal more effectively with problem solving. Staff 
who has experienced success, such as with new teaching strategies, for 
example, will help increase their perceptions of themselves as leaders and give 
them encouragement for future endeavors. 


Staff and parents should also be involved in school-wide decisions and where 
appropriate student involvement is recommended. Parent/guardian participation 
in the school community is directly linked to student success, especially when 
this group feels that its input is valued. 
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Skill 3.2 Works effectively with key groups within and outside of the 
district that are essential to successful implementation of the 
vision 


For administrators to work effectively with their community, they must be able to 
communicate with stakeholders. Public information management is a systematic 
communication process between an educational organization and its public, both 
within and outside the schools. It is the exchange of two-way information, 
designed to encourage public interest in and understanding of, education. The 
principal competency “concern for image” in the consensus management area 
specifies that a principal shows concern for the school's image. This is 
accomplished by monitoring impressions created by students and staff. The 
principal manages both these impressions and public information about the 
school by (1) advertising successes and (2) controlling the flow of negative 
information. 


To be effective, communication between school leaders and the public must be 
open, honest, and unbiased. The attitudes of parents and members of the 
community at large have been adversely affected by reports of the decline of 
American education and negative media coverage. Despite the general 
perception of poor public education, the majority of parents surveyed nationally 
expressed satisfaction with their children's schools and teachers. The most 
positive feedback resulted when parents felt that their concerns were being heard 
and addressed and that they were involved in the decision-making process. 


Principals should seek input from parents in systematic and planned ways. 
Annual surveys, parent informational nights, and parent advisory committees 
allow principals to receive valuable input on a variety of topics. Principals benefit 
from opportunities to learn about the community’s perception of the school and 
about issues that might impact the school’s progress. 


Public relations must be carefully organized. Information deliverers must have 
accurate information, understand their roles in the disseminating of the 
information, and provide appropriate channels for feedback. The public must 
perceive that they are being given complete, timely information by officials who 
respect their feelings and sincerely want feedback. Developing a key 
communicator email list is a new method that many principals use to disperse 
information immediately. Each parent can receive the information rather than 
relying on rumors or gossip from the neighborhood. This ability to communicate 
quickly and effectively with key members of the community is especially 
important when a crisis situation develops at a school. Having a key- 
communicator email list keeps parents informed and prevents them from hearing 
about an issue from a biased media presentation. 
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In addition, the school must also consider who other stakeholders may be. Local 
religious leaders, business owners, neighborhood associations, and day cares 
are all important members of the school community. These organizations should 
have representation on school committees and be members of the school 
improvement process. Strong relationships with these groups will benefit the 
school with additional support in the form of funding and programs, as well as 
support for the school and district initiatives such as referendums. 


Skill 3.3 Uses effective communication skills to build a shared 
commitment to the vision 


School information should be communicated in a variety of different ways. A 
principal communicating information to a staff of teachers should be direct, up- 
front, and honest. Even when it may seem that it is best to skirt around the truth 
or divulge only small pieces of information, being honest and direct will ultimately 
prove to be a better decision. Generally, organizations such as schools, 
communication that is not direct and honest creates a lot of gossip or mistrust. 
Trust is an issue that has been explored in great depth recently in the field of 
education. The primary finding is that trust is an extremely important facet of the 
operation of a school (Tschannen-Moran, 2004), primarily because there are so 
many groups of people, each with their own interests. When these groups of 
people get together, they quickly share stories and band together to get what 
they want. Therefore, principals do themselves a lot of good-as well as the whole 
school community-when they present information in a forthright manner. There is 
only one caution, though. Much information that principals receive is sensitive; 
great care should be given to not divulge information that is inappropriate outside 
of specific contexts. 


One way to increase the transfer of appropriate information throughout a school 
is through professional learning communities (PLCs). PLCs are groups of 
teachers that work together to solve classroom instructional problems. When 
teachers have the opportunity to discuss issues and transfer ideas, the flow of 
information is more effective than if information only came from a few sources. 
Proper communication with teachers will contribute to improved communication 
with all stakeholders. 


Another good way for information flow to take place is through technology, 
particularly email, websites, blogs, and other places that all stakeholders can 
access. This, however, brings up the issue of information management. Systems 
must be developed in order to maintain the safety of information, yet be open 
enough to allow access to those who need it. 
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Communication in schools is a critical component to their proper operations. 
Parents need to communicate information to teachers and other school staff 
members; students need to communicate to teachers and administrators; 
administrators need to communicate to parents, community members, students, 
and district leaders; and teachers need to communicate to students, parents and 
administrators. With so many groups and so few methods of direction 
communication (after all, how often can a teacher leave his or her classroom to 
make phone calls?), it is imperative that principals find and provide stakeholder 
access to a variety of communication tools. Additionally, principals must utilize a 
wide variety of communication techniques in order to effectively convey their 
messages. 


While email, for example, is a great communication tool, it ceases to be effective 
if responses are not given in a timely manner, or if responses are short or terse, 
lacking in emotional character. Indeed, there are a variety of techniques that can 
be used in person-to-person communication, small meetings, large group 
information sessions, electronically, or informally. The techniques are explained 


below: 


Active listening. Even when the ultimate goal for communication is to send 
a message from the speaker to the audience, the speaker must 
demonstrate that he or she is attentive to audience needs and reacts to 
concerns and questions. Speakers can be active listeners by re-phrasing 
questions, summarize stated ideas, and purposely integrate audience 
concerns into the message. 

Personal. There is nothing worse than listening to someone who has a 
prepared speech, no emotion, and little personality or humor. Even with a 
serious topic, principals can insert a sense of humanity into any speech or 
communicative act. It helps people feel comfortable and open. 

Focusing on nonverbal cues. Facial expressions, posture, gestures, and 
eye contact all make a huge difference in communicating ideas effectively. 
It is especially important that principals continuously look interested, 
informed, and proactive as they present information to people. 

Balanced. Principals who carefully consider the needs of all groups are 
most effective. Principals, therefore, should seek to treat each group fairly 
and speak about each group with respect. 


Overall, communication strategies help to convey messages in formal and 
informal situations. New principals can pay close attention to these strategies; 
eventually, they will become internalized, as many experienced principals do 
these things naturally. 


EDUCATION LEADERSHIP 20 


TEACHER CERTIFICATION STUDY GUIDE 





Skill 3.4 Analyzes the roles of individuals and groups within and 
outside of the district in promoting the educational vision 


Developing an educational vision or renewing one that already exists is 
something that every district should take seriously. Even if an educational vision 
has existed for years, it needs to be reviewed periodically to make sure that it is 
still addressing the needs of schools and learners as determined by a thorough 
analysis of data and educational trends. The main focus in building an 
educational vision is that the school is a place where all children will be 
academically successful. 


In districts where the demographics are constantly changing it is particularly 
necessary to involve individuals and groups inside and outside of the district. 
Strategies may include forming advisory panels of experts to look at the needs of 
the students on a yearly basis. The group can then analyze test results to 
determine where improvements may be made in teaching and learning. This 
information can be communicated with parents in forums that collect their input 
for use in updating the educational vision. The strong point of this strategy is that 
it brings the school and the community together. When teachers and parents see 
that they have a voice in what happens in the school, vision building no longer 
becomes a boring process, but one in which they will take an active role. 


The vision of a district needs to include a plan for addressing student and family 
conditions. Teams of stakeholders can deal with separate issues and then bring 
the results to the overall advisory panel. The administrators must reinforce that 
everyone’s ideas are valued in order to build relationships and work toward 
consensus. Teachers need to be empowered in their classroom and be allowed 
to conduct action research on issues important to them and their students’ 
learning. Collaborative dialogue allows teachers to share these individual 
findings and determine how they may contribute to the collective vision of the 
district. 


A discipline or character education plan is often part of the vision creating 
consistency throughout the district. When the plan is imparted to parents and 
they have had voice in the decisions, they are more likely to support the 
disciplinary efforts of the schools. At the beginning of each school year, school- 
level administrators must be informed of the vision. In turn, they should set aside 
meeting time for their teachers to review the educational vision and set goals for 
the coming year. At the same time, teachers can set their own professional 
development goals in relation to the main goals of the district and their school. 


If administrators approach the educational vision utilizing the Understanding by 
Design model, they will start out with a final vision of what they want their schools 
to look like. Then they determine benchmarks for assessing achievement 
towards that goal; by regularly reviewing and renewing the educational vision, 
growth will occur. 
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Skill 3.5 Uses various types of data to help stakeholders understand 
the progress that will result from implementation of the vision 


One of the most effective strategies for convincing stakeholders to address an 
issue is to provide them with evaluation data from the program. Program 
evaluation is the process of collecting and analyzing data to discover whether a 
design, development, or implementation is producing the desired outcomes. After 
reviewing the data, stakeholders may agree with changing or eliminating aspects 
of a program. Evaluation data can also demonstrate the benefits of 
implementation the educational vision in part or as a whole. 


The CIPP (Content Input Process Product) developed by Daniel Sufflebeam is a 
popular program evaluation model. In a three-step process, information is 
provided for decisions, information is delineated for collection, obtained, and 
provided to stakeholders. These steps must then correspond with four distinct 
types of evaluation: content, input, process, or product (Onstein and Hunskin 
1993). 


Content Evaluation reviews the program environment and its met and unmet 
needs. Context Evaluation is the diagnostic stage of the evaluative process. It 
provides baseline information related to the entire system of operation. /nout 
Evaluation provides information and determines how to utilize resources to attain 
the goals of the program. It focuses on whether the goals and objectives of the 
program are appropriate for the expected outcome or if the goals and objectives 
are stated appropriately. It also takes into account whether the resources to 
implement specific strategies are adequate, whether or not the strategies are 
appropriate to attain the goals, or if the time allotted is appropriate to meet the 
objectives set forth for the program. 


In schools, Process Evaluation focuses on decisions regarding curriculum 
implementation. It is concerned with whether planned activities are being 
implemented, procedures are recorded as they occur, and monitoring is 
continuous to identify potential problems. Continuously identifying potential 
problems allows corrections to be made before or during the implementation of 
the program. For example, it might be necessary to establish special planning 
sessions or in-service workshops at specific grade levels to work on modifying 
strategies due to problems uncovered. Process evaluation is also known as the 
piloting process prior to the actual implementation of a school-wide or district- 
wide program (Ornstein and Hunskin, 1993). Finally, Product Evaluation takes 
into account whether the final product or curriculum is accomplishing the goals or 
objectives and to what degree. 
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At this point decisions must be made regarding the continuation, termination or 
modification of the program. Since the evaluation process is continuous, the 
evaluators may, at this point in the cycle, link specific actions back to other 
stages or make changes based on the data collected. The data obtained may 
indicate the need to delay full implementation of the program until corrections are 
made, or it may lead to the decision that the program is ready for large scale 
implementation. 


In summary, the main purpose of the evaluative process is to diagnose strengths 
and weaknesses, and to provide feedback to make appropriate decisions for 
programs and schools. The data collection for the evaluation process originates 
from a number of sources, including classroom observations, interviews and 
discussions with students, discussion with teachers and parents, testing and 
measurement data, information from pupil services or guidance services, and 
surveys of the school and school community. 


Skill 3.6 Secures the financial and human resources necessary to 
promote the educational vision 


The administration of a school is responsible for ensuring that their building has 
the necessary resources to execute the educational vision and goals. Typically, 
schools receive a budget based on the number of students in attendance. Since 
preliminary budgets are prepared at the end of the school year for the next, the 
enrollment is a projected estimate of the number of students that will be in 
attendance in September. 


From the total budget amount, the administration has to ensure that enough 
monies are available to pay the human resource expenses including teaching 
and clerical staff. When this is determined, the remainder of the money has to be 
budgeted to allow for new resources, textbooks, general supplies, pupil 
transportation and other expenses necessary for the operation of the school. 


All monies spent must have the approval of the administration. The same thing 
applies to any monies raised through fundraising. When checks are written they 
should have two signatures, that of the principal or vice-principal and the 
secretary. The principal is responsible for ensuring that the secretary reports all 
expenditures to the financial officer at the school district level and that the 
supporting documents are in place for audit purposes. 


Reports about the budget should be made known to the parent council. In cases 
where a deficit exists in one school year, the administration has to ensure that 
this is made up the following year, through cutbacks, if necessary. Careful 
records are necessary, both in hard copy and on the computer, so that 
everything can be scrutinized in the event of any problems that arise. 
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When money is paid to the school, either through fund raising, donations or fees, 
the secretary must issue receipts. This leaves a paper trail for all monies coming 
into the school. 
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COMPETENCY 4.0 PROMOTES A POSITIVE SCHOOL CULTURE, 
FOCUSES ON ACADEMICS, AND FOSTERS A 
SENSE OF BELONGING AND COOPERATION 


Skill 4.1 Developing, improving, and maintaining a positive school 
culture that meets the needs of all students 


All members of the staff, students, and parents/guardians can be leaders within 
the school. This is the essence of transformational leadership because it fosters 
the growth of the stakeholders, enhances their goals , and helps bring about a 
greater sense of professionalism. When a principal allows teachers, students, 
and parents/guardians more input in the workings of the school, he or she will 
find that these groups are more willing to make extra efforts. Participants who 
believe they have been successful, either alone or as part of a team, are more 
likely to apply what they have learned to bring about changes in the school. 
Celebrating accomplishments and having high expectations for teachers, 
students, and parents contributes to empowering groups and individuals to 
become leaders in their own right. 


The principal can help influence staff by providing a picture of what a successful 
school looks like. He or she can set feasible goals and help interpret the data to 
determine the school’s current strengths and weaknesses. The principal can 
develop these strategies by visiting classrooms, talking with stakeholders, and 
providing timely and accurate feedback. Persuasion techniques, such as 
inspirational messages, also work well with empowering leadership amongst 
followers. When dealing with stakeholders, failures should be treated as learning 
experiences and opportunities to find out what works and what doesn't work. 
Exemplars of successful teamwork help those who are not quite sure of the 
process. Timetabling that allows teachers time to collaborate or observe each 
other increases teacher empowerment and makes it easier for them to become 
leaders. Such activities also help reduce teacher stress because they don't have 
to spend extra time in after-school meetings. 


A collaborative school culture will also enable administrators to problem-solve 
more effectively. Staff wno have experienced success will view themselves as 
leaders. It is the principal’s job to provide encouragement for future endeavors. 


As well as staff and parents being involved in school-wide decisions , student 
involvement is recommended where appropriate. Parent/guardian participation in 
the school community is directly linked to student success, especially when 
students feel that their input is valued. 
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Skill 4.2 Facilitating a school culture that promotes excellence and 
supports informed risk taking to achieve student progress 


All stakeholders in the learning environment; administration, staff, parents, and 
students, should have high expectations for student performance. Through the 
mandated testing of students, schools receive reports each year on their 
performance from the previous year. Reports contain the individual test questions 
and how well each student performed on each item. When the assessment is 
criterion-referenced, questions are directly related to the standards of the 
curriculum, and results indicate how well students have achieved the standards. 
Therefore, the entire school staff should be involved in analyzing test results and 
proposing solutions to raise student achievement. 


Although there are differences in students from one school year to the next, 
deficiencies that repeat need to be addressed by the principal, especially if they 
involve the same teacher(s). The principal should meet with the teacher(s) and 
discuss how they are delivering the instruction. The meeting focus should be on 
standards where students are not achieving as they should. Encourage teachers 
to step out of their comfort zones by tackling pervasive and ongoing school-wide 
challenges.. Administrators should guide staff in researching and adopting 
strategies that are balanced between being cutting-edge and theoretically strong. 
By balancing the new with the proven, the principal will foster an atmosphere 
where calculated risks are encouraged. However this must be done with care 
since the principal is ultimately responsible for ensuring that all teachers in the 
school deliver the curriculum effectively. When staff is involved in all stages of 
the decision-making process, they are able to appreciate the results and 
consequences of various decisions. The lessons learned from this hands-on 
approach will help sharpen their abilities to take wise risks. 


Assessment throughout the course of instruction is essential to ensure that all 
students experience success. Instead of relying simply on summative test 
results, formative evaluations will give teachers more information about which 
students are experiencing difficulties. Re-teaching and additional assessments 
may be necessary for all students to experience success. 


The principal also needs to make sure teachers have all the resources needed to 
deliver the curriculum. Both the administrator and the teachers must hold 
themselves to high standards of performance. This will not only provide students 
with examples to follow, but it will show them that the school has a culture of high 
expectations that flows from the top with the administration and extends to the 
learners. 
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Skill 4.3 Collaborative decision making, distributed leadership, and 
delegation without abrogating responsibility 


Distributed leadership and collaborative decision-making are effective 
organizational techniques. They allow leaders to involve staff members in pre- 
identified managerial functions. These strategies facilitate the sharing of power 
while maintaining the responsibilities vested in the administrator. In school 
buildings, peer collaboration can be an excellent strategy for leadership to be 
distributed amongst the teaching staff. Similarly, a mentor system for new 
teachers has direct implications for the success of teaching and learning in the 
classroom. Teachers who collaborate on planning and delivering the curriculum 
can bounce ideas off one another and help each other deal with various 
situations. 


Instructors can also observe each other while teaching to receive support, 
feedback, and assistance from their colleagues.. This also allows the principal to 
share the responsibility of observing and providing instructional supervision . This 
approach also reduces the sense of isolation experienced by many teachers. In 
addition, it increases their ability to implement different instructional techniques in 
the classroom and enhance the school climate. 


There are several other ways peer collaboration can take place. Teachers may 
want specific information from other educators; this will be provided after 
observations. Also, teachers can plan units or lessons together and deliver them 
separately, then meet afterwards to reflect on how well the lessons proceeded. 


Research has shown that peer collaboration helps improve student achievement. 
This occurs because students can see consistency in the delivery of the 
curriculum. In schools where collaboration is the norm, teachers become more 
self-reliant and self-confident over time. To work effectively, administrators must 
support the process by providing: 


Time for training the teachers 

Time for teachers to plan 

Money for substitute teachers 

Money to bring in master teachers to help start the program 
Money for resources needed by teachers 


These expenditures are worthwhile because there are untold benefits from peer 
collaboration and other forms of distributed leadership. These include improved 
staff morale and more effective learning environments. 
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Skill 4.4 Providing a safe and supportive learning environment that is 
age- and developmentally- appropriate 


Students need a caring and supportive environment in and out of the classroom. 
Regardless of the surrounding community, the school grounds should be a place 
where students feel safe and secure. According to Maslow’s hierarchy of needs, 
learners must first feel safe before they can address higher-order needs such as 
their need to learn and develop greater understanding of the skills and concepts 
in the curriculum. Thus, teachers must be well versed in how to promote learning 
environments that are age appropriate and provide educational tasks that are 
developmentally sound. A classroom that is teacher directed and where students 
are expected to give the correct answers all the time is not an example of a safe, 
risk-taking environment. Students need to know that they can make mistakes. 
Through these mistakes they will increase their learning. 


The principal has the responsibility of ensuring that students are treated fairly 
and equitably in the classroom and that they feel comfortable giving answers in 
class and contributing to discussions. Teachers too need to be comfortable in 
taking risks in the classroom. By trying different instructional methodologies they 
can maximize learning. When students are informed of instructional objectives at 
the start of the lesson or unit, they have an idea of what they will learn. Teachers 
should also inform students how they will be evaluated and provide exemplars 
so that learners know what they will be expected to produce to show they have 
achieved those objectives. 


In developing an atmosphere of healthy risk-taking, the principal should work with 
staff to develop mutually agreed upon goals for the school.. When teachers feel 
that they can come to the principal with their concerns, they are likely to be more 
committed to student learning and helping all students succeed. There should 
also be time provided for the community to share in the efforts and 
accomplishments of students and staff through various events, such as school 
science fairs. By sharing his or her own goals, successes, and failures with the 
staff, the entire team will come to see that the principal is a risk-taker and 
supports such activities within the school. 


Skill 4.5 Uses effective conflict-resolution and consensus-building 
techniques in varied contexts 


Conflicts are inevitable in school communities since each person has his or her 
own individual thoughts, opinions, and viewpoints. In order to evaluate the 
options for managing and resolving conflicts in an organization, all parties must 
be aware of the issues and concerns. In addition, the school leader must be able 
to build a consensus around areas on which parties agree so that it is easier to 
overcome the issues on which there is conflict and disagreement. 
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It is common for conflicts to increase in response to reform mandates from 
federal, state, and local bodies. Although these changes can increase student 
performance and teacher accountability, they can cause battles at the school 
level. In the face of increasing competition for federal and state money, the 
economic, social, financial, and political pressures that impact education are 
escalating in today's classrooms. For schools, the pressure can be 
insurmountable as they attempt to meet community and district expectations. A 
heightened sense of conflict has arisen as staff members face additional 
pressures to provide academic challenge and rigor for students performing at or 
above grade level and academic remediation for students struggling to maintain 
grade level eligibility. 


School learning communities face increasing scrutiny and accountability from all 
stakeholders. Thus, conflict resolution skills must be an integral part of 
professional development for staff and students. Incorporating a formal structure 
of resolution increases the synergy needed for curriculum implementation and 
student achievement. The basic components of a proactive strategy include: 


Conferences between conflicting parties 
Mediation resources 

Neutral parties to hear the issues 
Formal agreements for resolutions 

Safe avenues for engagement 


When all parties have come to a sense of clarity about an issue, there must be 
formal agreements. These will provide closure to the conflict and give safe 
avenues for future engagements. 


Skill 4.6 Maintaining positive student behavior, including proactive 
behavior management strategies 


Management of student behavior is a necessary skill in reducing student 
misconduct. Administrators and teachers must possess techniques for halting 
disruptive student behaviors and discouraging serious misconduct. The effective 
educator knows that one child’s misbehavior can affect the behavior and learning 
of other students in the classroom. It is expected that teachers will use 
appropriate techniques to stop deviant behavior with minimal disruption to other 
children. 


Administrators must be aware that teacher behaviors can also increase or 
decrease negative responses from students. Thus, instructors should maintain 
appropriate teacher-student interactions through rule explication and monitoring, 
teacher with-it-ness, overlapping, quality of desists, group alert, movement 
smoothness, movement slowdown, and praise. The school district is likely to 
include these techniques in its teacher-assessment matrix. 
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Skill 4.7 Awareness of warning signs of and procedures for dealing 
with violence 


When threats of violence are made, administrators must act quickly and 
effectively to maintain the safety of students and staff. Warning signs should 
cause educators to follow their instincts and seek assistance from trained 
professionals such as counselors, police, and emergency staff. Under no 
circumstances should staff attempt to treat, protect, tolerate, or negotiate with a 
student who is showing signs of a physical crisis due to drug or alcohol abuse. 
They are to be given constant one-to-one supervision away from the regular 
classroom and be removed from the school center by EMS or police as soon as 
possible. If it is questionable what action is appropriate, contact the district 
immediately to learn the protocol. 
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COMPETENCY 5.0 PLANS AND IMPLEMENTS AN EFFECTIVE 
INSTRUCTIONAL PROGRAMS BASED ON 
GEORGIA’S STANDARDS- BASED CURRICULUM 


Skill 5.1 Applies major principles, theories, and best practices of 
curriculum development and developmentally appropriate 
instruction 


The state-mandated standards must determine the nature and organization of 
the schools instructional aims, goals, and objectives. The standards should also 
dictate the subject matter, learning activities, and assessments. Curriculum 
design precedes instructional design. It is the phase concerned with the nature of 
the component parts, which is influenced by various philosophies, theories, and 
practical issues. 


Before initiating the process, the designer must develop a blueprint by specifying 
the nature of each of the elements included in the design .The goals and 
objectives should be specific. In that way all those involved will clearly 
understand what will be taught and what behaviors are expected of the learner. 
The next step is to identify the resources needed to attain the preset goals and 
objectives for the curriculum. All material and human resources deemed 
necessary must be identified and secured. Materials might include textbooks, 
charts, maps, and sport equipment. Technology and equipment could be 
projectors, computers, calculators, and microscopes. Human resources include 
administrators, teachers, volunteers, support staff, and others. Facilities are 
classrooms, gymnasiums, athletic fields, cafeterias, and auditorium spaces. 
Educators must also determine the subject matter, methods of organization, 
activities, and methods and instruments of evaluation. 


The organization of the components of the curriculum or the conceptual 
framework consists of two distinct organizational dimensions, which include 
horizontal and vertical organization. Horizontal organization is a typical side-by 
side course arrangement where the content of one subject is determined relative 
to the concepts of another related subject. For instance horizontal organization 
would involve planning a curriculum around global warming for 11" grade 
students. They would learn about the topic across various subject areas including 
mathematics, science, literature, and art. Vertical organization is concerned with 
longitudinal treatment of concepts within a subject across grade levels. 
Mathematical concepts are vertically organized when 11" grade students build 
on the knowledge they learned in 10" grade and then add to the knowledge in 
12" grade. The success of the horizontal organization depends heavily on the 
collaboration of teachers of various disciplines at the grade level, while the 
vertical organization depends heavily on collaboration and planning among 
teachers of various grade levels. 


EDUCATION LEADERSHIP 31 


TEACHER CERTIFICATION STUDY GUIDE 





The curriculum’s dimensions are also determine its design. Therefore, attention 
should be given to curriculum scope, sequence, integration, continuity, 
articulation, and balance. Curriculum scope refers to the breadth and depth of the 
curriculum content at any grade level in terms of the content, learning activities 
and experiences, and topics. Curriculum sequence refers to the order of topics to 
be studied over time in a vertical dimension. The sequencing of the curriculum is 
usually organized from simple to complex learning, but it can also emphasize 
chronological learning, whole to part learning, or prerequisite learning. 
Curriculum integration refers to the linking of the concepts, skills, and 
experiences in the subjects taught. Curriculum continuity deals with the spiral or 
vertical smoothness of knowledge repetition from one grade-level to another in 
specific subjects or areas of study. Curriculum articulation refers to the 
interrelationship within and among subjects both vertically and horizontally. 
Curriculum balance refers to the opportunities offered for the learners to master 
knowledge and apply it in their personal, social, and intellectual life pursuits. 


Curriculum content can be based on a number of different design principles. For 
example, subject-centered designs reflect the discipline-based approach to 
learning. The curriculum is organized according to essential knowledge that must 
be learned in the different subject matters. 


The discipline design is based on the organization of content, which allows for in- 
depth understanding of the content and the application of meaning. It is used 
primarily in secondary schools to emphasize the organizational content inherent 
to the academic discipline such as science, math, English, etc. Thus, students in 
science, for example, would approach science as a scientist would. The 
emphasis becomes experiencing the discipline as learning takes place. In the 
broad-fields design, related subjects are broadened into categories, such as 
social studies encompassing history, geography, and civics or physical science 
encompassing physics and chemistry. This is unlike the subject-field design 
where a subject is studied separately from other subjects that are related, The 
intent of the broad-field design is to integrate the traditional subjects so that the 
learner develops a broader understanding of the areas included. 


The process-centered design addresses how students learn and apply a 
cognitive process to the subject matter. This design focuses on the students’ 
thinking process and incorporates procedures for children to advance knowledge. 


Curriculum selection must also take into account contributions from the field of 
psychology, which is responsible for the major theories of learning. Learning 
theories serve as the foundation for methods of teaching, materials for learning, 
and activities that are age and developmentally appropriate for learning. It also 
provides the impetus for curriculum selection. Major theories of learning include 
behaviorism, cognitive development, and phenomenology or humanistic 
psychology. 
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Behaviorism represents traditional psychology, it emphasizes conditioning the 
behavior of the learner and altering the environment to obtain specific responses. 
As the oldest theory of learning, behaviorism focuses specifically on stimulus 
response and reinforcement for learning. The work of Thorndike led to the 
development of connectionism theories from which came the laws of learning: 


Law of Readiness: when the conduction is ready to conduct, satisfaction is 
obtained and, if readiness is not present, it results in dissatisfaction. 


Law of Exercise: a connection is strengthened based on the proportion of 
the number of times it occurs, its duration, and its intensity. 


Law of Effect: responses accompanied by satisfaction strengthens the 
connection while responses accompanied by dissatisfaction weakens the 
connection. 


These laws also influenced the curriculum contributions of Ralph Tyler, Hilda 
Taba, and Jerome Brunner. Their view discarded the concept of specific stimuli 
and responses to endorse broader views of learning. For example, Taba 
recognized that practice alone does not automatically transfer to learning. 


Jerome Bruner, on the other hand, contributed the notion that learning the 
structure provides a better basis for transferring learning than rote memorization. 
Classical conditioning emphasized learning as a response elicited through 
adequate stimuli. The most famous of these experiments was conducted by 
Pavlov. In it, a dog learned to salivate at the sound of the bell at which time food 
was presented simultaneously with the stimulus. From this came the notion that 
the learner could be conditioned for learning and thus be trained to become 
educated in any profession. Operant conditioning or behavioral theories were 
promoted by B. Frederick Skinner. These theories emphasize positive and 
negative reinforcers to determine behaviors. This is accomplished by either 
providing or withdrawing the stimuli or providing new operants. Behavioral 
theories gave birth to behavior-modification approaches to discipline and 
learning. Albert Bandura’s theory of Observational Learning and Modeling 
focuses on children learning through modeling the behaviors of others. His 
theory contributed the notion that children’s behaviors are shaped through 
observation of the behaviors of others. Hierarchical Learning Theories were 
promoted by Robert Gagne. They organize types of learning in a classical 
hierarchy encompassing intellectual skills, information, cognitive strategies, 
motor skills, and attitudes learned through positive experiences. 
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Cognitive-development theories focus on human growth and development in 
terms of cognitive, social, psychological, and physical development. The 
Developmental Theory of Jean Piaget is based on the supposition that growth 
and development occurs in stages. Piaget identified four stages of development 
including the sensory stage (birth to age two) in which the child manipulates the 
physical surroundings; the pre-operational stage (ages 2-7) in which complex 
learning takes place through experiences; concrete operation stage (age 7-11) in 
which the child organizes information in logical forms using concrete objects; and 
the formal operation stage (age 11 and above) in which the child can perform 
formal and abstract operations. 


Phenomenology or humanistic psychology emphasizes the total organism of a 
person during the learning process, rather than separating learning into the 
domains of behavior and cognition. Some psychologist reject this school because 
they believe that psychology in-and-of-itself is humanistic in nature; therefore, 
there is no need for phenomenology. Gestalt psychology is representative of 
phenomenology and humanistic psychology. It represents wholeness as 
recognized in Maslow’s Hierarchy of Needs, in which the end product is a 
wholesome, happy and healthy child/person who is self-actualized and fulfilled. 


Phenomenology or Humanistic psychology, while not widely recognized as a 
school of psychology, is recognized by many observers as a third grouping. It 
emphasizes the total organism of a person during the learning process rather 
than separating learning into the domains of behavior and cognition. Psychology 
rejects this school because of the belief that psychology in-and-of-itself is 
humanistic in nature. Therefore, there is no need for such school. The Gestalt 
psychology is representative of phenomenology and humanistic psychology. It 
represents wholeness as recognized in Maslow’s Hierarchy of needs in which the 
end product is a wholesome, happy and healthy child/person who has self- 
actualized and is fulfilled. 


The school curriculum should satisfy societal needs and specific goals to 
produce individuals who have the social, intellectual, moral, emotional, and civic 
development to function as integral parts of our democratic society. Selecting the 
best curriculum to meet all of these needs is not an easy task; however, it can be 
facilitated thorough a collaborative approach. When program changes are 
necessary, there should be a clear rationale that examines the existing goals of 
the district and school. Clarification should be provided for the subjects, their 
structure and content, as well as the students‘ abilities, performance, and useful 
strategies. Consider the motivation of students and instructional staff, feasibility 
of time and resources, and curriculum balance in terms of concepts, skills, and 
applications. 
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Skill 5.2 Applies principles and methods of standards-based 
curriculum planning and development to meet Georgia's 
learning standards 


Standards-based education consists of three interrelated areas: 


e Skills and knowledge that students must learn 

e Performance standards that students must achieve in order to receive a 
passing grade 

e Materials, resources, and strategies to ensure that all students achieve the 
standards 


Regardless of the subject being taught, teachers must use all three areas in 
delivering the curriculum. Administrators must have a working knowledge of what 
the standards are while recognizing that it is impossible for any administrator to 
have an intimate knowledge of all the standards for all subjects in all grades. 


Instead of focusing on what students should be taught in school, standards spell 
out what students should be able to do at the end of a course. The hope is that 
all students will graduate from school with the skills necessary to prepare them 
for whichever career they choose. The intention is that all students will succeed 
regardless of economic, social, cultural or political conditions. 


In developing standards, creators do not specify how the knowledge is to be 
taught or what resources should be used. Therefore, teachers can and should 
use different methods and resources to reach the same goal. Administrators 
need to ensure that the teachers are using the standards, not the textbooks, as 
the guide for instruction. Quite often textbooks do not address the state- 
mandated standards. This then becomes a budgeting issue as textbook 
committees must look for new or more relevant resources. 


With standards-based education, there is a measurement against which all 
students are tested and compared. At the end of each grade, or at regular 
intervals during the year, large-scale assessments are administered and the 
results determine which students are meeting or not meeting the standards. This 
data is then used to determine the direction the school will take in improving its 
curriculum and instruction. 


EDUCATION LEADERSHIP 35 


TEACHER CERTIFICATION STUDY GUIDE 





Skill 5.3 Implements a curriculum that fully accommodates learners’ 
diverse needs, identifies necessary modifications 


School administrators are charged with ensuring that programs, services, and 
personnel are in place to meet the needs of all students. This means securing 
competent teachers in all grade levels for all subjects. It is also the responsibility 
of the administrator to ensure that the teachers have the proper training and are 
suited to these grade levels and subjects. 


In addition to meeting the needs of struggling students, there should also be 
programs for those who are gifted and talented. In most cases, schools do not 
have the budgets needed to hire special teachers, nor should these students be 
segregated from their peers. Therefore, each teacher must be equipped to 
provide experiences and activities that meet the learning outcomes while also 
challenging students that are exceeding the objectives. 


Special education involves having the personnel to meet the specific needs of 
students with diagnosed disabilities. Classroom teachers can provide extra 
support; however there should also be personnel who can pull the students out of 
class to give them extra instruction in the areas where they are experiencing 
difficulty. Diagnostic and testing procedures help identify and address student 
needs. For most schools, these testers are educational psychologists and 
reading specialists who meet regularly with students, teachers, and parents. 
Ancillary service providers also include mental health workers, home-school 
liaison personnel, and health professionals. Police officers may also come to the 
school to meet with students and help them through times of difficulty. At regular 
intervals, the administration should collect and analyze student performance 
data. This information should be used in modifying the curriculum to maximize 
student learning and attainment of the educational objectives. 


Skill 5.4 Awareness of instructional-research methodologies and their 
strengths and weaknesses 


In order to improve student performance and knowledge attainment, educators 
need access to rigorous research. The accompanying data will show whether 
improvement methods are effective. There are several research methodologies 
commonly used in the field of education and each has its particular strengths and 
weaknesses. 


EXPERIMENTAL: Using this method a researcher manipulates a variable under 
highly controlled conditions to see if this produces any changes in a second 
variable. The variable that the researcher manipulates is called the independent 
or antecedent variable while the second, the one measured for changes, is called 
the dependent variable. 
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Scientific disciplines use this method because they are interested in 
understanding the laws of nature. However, it can only be used when it is 
practical and ethical for the researcher to manipulate the antecedent conditions. 
A psychologist for instance might want to know if parents’ methods of disciplining 
their children have an effect on how their children behave. It would be neither 
practical nor ethical to request that parents discipline their children in abusive 
ways just to see if that affects their child's behavior. A second limitation to this 
method is that experimental studies are usually conducted in the highly controlled 
laboratory setting. These conditions are artificial and may not reflect what really 
happens in the less controlled and infinitely more complex real-world. 


CORRELATION: Correlation is classified as a non-experimental, descriptive 
method. It can be used to determine if there is a relationship between two or 
more variables without having to directly manipulate those variables. Correlation 
can be used when the experimental method is impractical and/or unethical. 
Correlation can also be used as a basis for prediction. The greatest limitation of 
correlation is that it does not tell researchers whether or not the relationship is 
causal. It only shows that two variables are related in a systematic way, it does 
not prove nor disprove that there is a cause-and-effect relationship. Only the 
experimental method can prove causation. 


NATURALISTIC OBSERVATION: Naturalistic observation is a type of study 
classified under the broader category of field studies, which are non-experimental 
approaches used in the field or in real-life settings. In the naturalistic-observation 
method, the researcher very carefully observes and records behavior or 
phenomena, sometimes over a prolonged period, in natural settings. 

The subjects or phenomena are not directly interfered with in any way. In the 
social sciences this usually involves observing humans or animals as they go 
about their normal activities. The major strength of this method is that it allows 
researchers to observe behavior in the setting in which it normally occurs rather 
than the artificial and limited setting of the laboratory. Conversely, without the 
controlled conditions of a laboratory, a researcher cannot draw conclusions about 
cause and effect. Behavior can only be described, not explained. This method 
can also take a great amount of time. Researchers may have to wait to observe 
the behavior or phenomenon of interest. 


SURVEY: Surveys do not involve direct observation by a researcher and are 
another type of non-experimental, descriptive study. Inferences about behavior 
are made from data collected via interviews or questionnaires. Interviews or 
questionnaires commonly include an assortment of forced-choice or open-ended 
questions. 
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Surveys are particularly useful when researchers are interested in collecting data 
on aspects of behavior that are difficult to observe directly and when it is 
desirable to sample a large number of subjects. The major limitation of the 
survey method is that it relies on a self-report method of data collection. 
Therefore, intentional deception, poor memory, or misunderstanding of the 
question can all contribute to inaccuracies in the data. Like natural observation, 
this method is descriptive, and therefore cannot offer any insights into cause- 
and-effect relationships. 


CASE STUDY: This method is also non-experimental and descriptive. Case 
studies involve an in-depth descriptive record by an outside observer, of an 
individual’s experiences and/or behaviors. Typical data collected might include 
biographical data, medical records, family history, observations, interviews, and 
the results of various psychological tests. 


Case studies are particularly useful when researchers want to get a detailed 
contextual view of an individual's life or of a particular phenomenon. In the social 
sciences, they are often used to help understand the social and familial factors 
that might be part of the development of some form of deviant behavior in an 
individual. 


Case studies are also useful when researchers cannot conduct experimental 
studies. They involve only a single individual or a few people, and therefore may 
not be representative of the general group or population. Case studies often rely 
on descriptive information provided by different people, which leaves room for 
important details to be left out. Also, much of the information collected is 
retrospective data, and is subject to the problems inherent to memory. 


Skill 5.5 Systematically monitors, evaluates, and makes adjustments to 
implement an appropriate and effective curriculum 


The role of the principal has indeed changed in recent years. Previously, these 
leaders were viewed as managers of the school building. They ensured that all 
aspects of the school were working together according to specifications, that 
activities were safe and cost effective, that students had places to go during the 
day, that students were behaving properly, and that teachers had the resources 
to teacher. 


In today’s educational environment, there has been a shift to thinking of 
principals as leaders of curriculum and instruction. They are expected to be 
thoroughly aware of each classroom, the instructional styles of each teacher, and 
the learning outcomes of all students. In summary, they are held responsible for 
the quality of instruction and the depth of learning in their schools. 
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With this shift of responsibilities, comes a dilemma for most principals; should 
they focus on subject-matter instruction at the expense of all other areas or 
should they focus on other developmental domains that tend to create a positive 
school culture? Another option is whether they should try to balance both 
demands, a choice that requires much more time, money, and effort. 


Most principals would argue that both are necessary and that option three is the 
best choice. They realize that students, their families, and teachers need to see 
that all students’ needs are met on a variety of levels. Schools are ideal places 
to provide various athletic, creative, and intellectual opportunities. Furthermore, 
these activities provide schools with a greater sense of community. 


The good news is that principals can balance their two disparate roles while 
facilitating the development, implementation, evaluation, and refinement of 
students’ services and activities. This in turn fulfills academic, developmental, 
social, and cultural needs. First, principals must focus on the school’s mission. 
Most schools think beyond test scores and student achievement in their mission 
statements. For example, a school that says that its mission is to prepare 
students to succeed in a changing world will ultimately acknowledge that 
achievement is important. However, such a school will also offer students 
opportunities to succeed socially, physically, and creatively. Student activities 
should be aligned with the state standards. They should include after-school 
activities to provide students with opportunities for physical education or 
interactive events during the school day such as field trips. 


The second strategy requires principals to monitor how students are achieving in 
various domains and adjust the allocation of resources and curricular focus 
accordingly. This can be accomplished efficiently through committees or domain- 
specific teams including teachers, parents, students, and members of the 
community. Involving a cross-section of stakeholders will also provide more 
representative feedback. Periodic reports from these groups can then aid 
principals in making informed and effective adjustments to the educational 
agenda for the school. 
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COMPETENCY 6.0 UNDERSTANDING HOW TO DESIGN EFFECTIVE 
INSTRUCTION AND APPLY RESEARCH-BASED 
BEST PRACTIVES TO IMPROVE TEACHING AND 
ENHANCE AND ACCELERATE LEARNING FOR 
ALL STUDENTS 


Skill 6.1 Using research-based best practices to enhance instruction 
and learning for all students 


Teaching was once seen as a simple job of developing lesson plans, grading 
papers, teaching, going home early, and taking off for the summer. However, the 
demands of a classroom involve much more. First, the task of writing lesson 
plans is very complicated. These documents help guide classroom instruction 
and incorporate the nuts and bolts of a teaching unit. It outlines the steps to 
implement the lesson and assesses the effectiveness of the teacher's instruction 
and the students’ learning. Through the lesson plan, teachers identify their 
objectives and learning goals. They then incorporate effective performance- 
based assessments to identify whether students have learned the material 
presented. 


Effective teachers take care to select appropriate activities and classroom 
situations where learning is optimized. It is important to plan the goals, content, 
materials, and activities of a lesson. Planning frequently misses the mark or fails 
to allow for unexpected factors. Teachers must constantly adapt all aspects of 
the curriculum to what is actually happening in the classroom. Effective 
instruction occurs when teachers assess the outcomes regularly and makes 
adjustments accordingly. Instructional activities and classroom conditions should 
be manipulated in a manner that enhances individual and group learning 
opportunities. For example, the teacher can plan group activities in which 
students cooperate, share ideas, and discuss topics. In addition to enhancing 
academic growth, cooperative learning can teach students to collaborate and 
share personal and cultural ideas and values. 


Concerted educators select learning activities based on specific objectives. 
Ideally, teachers should only plan activities that reinforce the presentation and 
augment the specific objectives of the lesson. Additionally, selected learning 
objectives should be consistent with state and district educational goals, which 
should focus on national educational goals. 


Lesson plans should also target the specific strengths and weaknesses of 
individual students. The effective teacher plans learning activities to introduce a 
meaningful instructional-sequence with relevant activities reinforcing instruction. 
The purpose of every lesson should be to increase student learning. 
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To ascertain whether there has been student learning and effective teaching, all 
components of a lesson plan must be present including the unit description, 
learning targets, learning experiences, rationale, and assessments. Together, 
these can provide both quantitative and qualitative data on attainment of national 
and state learning standards. The teacher, his or her students, and the school 
will be measured by the students’ scores at the end of the year. Therefore, 
teachers must plan for the day, the week, the unit, the semester, and the year. 


To maximize learning, the subject matter must be age-appropriate, relevant to 
students’ lives, and in their realm of anticipated interest. The teacher must ask 
him or herself deliberate questions to formulate a plan. For example, should 
politically controversial issues be used or avoided? These decisions can be 
made on the basis of feedback from students while also keeping sight of the 
objectives. 


Behavioral objectives must include measurable state and local expectations. In 
this way, when the unit or semester is complete, it is clear whether students have 
accomplished what was expected. Once goals and objectives have been 
identified and established, it is important to ensure that they match students’ 
abilities and needs. This will Keep objectives from being too basic or too 
advanced. 


There are many ways to evaluate student needs and to ensure that all goals are 
challenging yet achievable. Teachers should check student’s reading levels and 
prior subject area achievement, usually found in student’s cumulative files, While 
this provides a basis for goal setting, it should not be the only method used. 
Informal observations should always be used in determining if goals are 
appropriate. These can be accompanied by basic skills tests, reading level 
evaluations, writing samples, and/or interest surveys if appropriate. Finally, a 
student’s level of motivation must also be considered. 


When given objectives by the school or county, teachers may wish to adapt them 
to meet the needs of their student population. For example, if an advanced class 
is given the objective, “State five causes of World War Il,” a teacher may wish to 
adapt the objective to “State five causes of World War II and explain how they 
contributed to the start of the war.” Likewise, objectives can be modified for a 
lower level as well - “From a list of causes, pick three that specifically caused 
World War Il.” 


When organizing and sequencing objectives, teachers should recognize that 
skills are building blocks. It can be helpful to use Bloom’s taxonomy to create 
educational assessments The lowest level on the taxonomy is knowledge of 
material. Therefore, this should be emphasized early in the sequence. For 
example, memorizing definitions or famous quotes should be the first part of a 
lesson. Eventually, objectives should be developed to include higher-level 
thinking such as comprehension, application, synthesis, and evaluation. 
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Teachers use tools to assess students at the beginning of and throughout the 
unit or semester. As they get to know the learners, they listen to their interests 
and can create lesson plans in response. When objectives are selected based 
on children's interests, this is considered emergent curriculum. 


A closely related concept is webbing. The two main uses are in planning and 
recording the curriculum. Planning “webs” are used to generate and record ideas 
for activities and projects. Activities can be grouped by different areas of the 
room or by developmental domains. For example, clusters could fall under areas 
such as dramatic play or science or around domains such as language, 
cognitive, and physical development. Either configuration works; but it is 
important to remain consistent in each web. This format will work as a unit, 
weekly, or monthly program plan. Any new activities that emerge throughout the 
unit can also be added to the web. Lastly, recordings or notations from the 
children’s play and ideas will help plan future activities. 


Skill 6.2 Applying knowledge of human development theory, proven 
learning and motivational theories, and student diversity to the 
learning process 


To be successful, teachers must have a broad knowledge and thorough 
understanding of the development that typically occurs during the students’ 
current period of development. More importantly, the teacher must be cognizant 
of how children learn best during each period. The most important premise of 
child development is that all domains of development (physical, social, and 
cognitive) are integrated. Development in each domain is influenced by the other 
domains. Moreover, today’s educators must also have knowledge of 
exceptionalities and how they affect all domains of a child’s development. 


Physical Development 

It is important for the teacher to be aware of the physical developmental domain 
and how the child’s physical growth and development affect his or her cognitive 
learning. Factors determined by physical development include: the ability to sit 
and attend, the need for activity, the relationship between physical skills and self- 
esteem, and the degree to which physical involvement in an activity (as opposed 
to being able to understand an abstract concept) affects learning. 


Cognitive (Academic) Development 

According to Piaget, children advance through learning beginning with pre- 
operational thought processes, and they move to concrete operational thoughts. 
Eventually they are able to manipulate objects symbolically and can think about 
and solve hypothetical problems. Children of most ages can use symbols such 
as words and numbers to represent objects and relations, but at early ages they 
need concrete reference points. To facilitate cognitive development, children 
must be encouraged to use and develop thinking skills in solving problems that 
interest them. The content of the curriculum must be relevant, engaging, and 
meaningful to the students. 
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Social Development 

Children progress through a variety of social stages. First, they begin with an 
awareness of their peers but have a lack of concern for the presence of these 
other children. Young children engage in “parallel” activities playing alongside 
their peers without directly interacting with one another. Next, during the primary 
years, children develop an intense interest in peers. They establish productive, 
positive social and working relationships with one another. This stage of social 
growth continues throughout the child’s formative period including the primary, 
middle, and high school years. It is necessary for educators to recognize the 
importance of developing positive peer-group relationships. Teachers must 
provide opportunities and support for cooperative small group projects that not 
only develop cognitive ability but promote peer interaction. The ability to work 
and relate effectively with peers is very important and contributes greatly to a 
child’s sense of competence. In order to develop this sense of competence, 
children need to be successful in acquiring the knowledge and skills recognized 
by their culture. Among the most important are those skills which promote 
academic achievement. 


Knowledge of age-appropriate expectations is fundamental to both the teacher's 
positive relationship with students and his or her ability to develop effective 
instructional strategies. Equally important is the knowledge of what is appropriate 
for individual children in a classroom. Developmentally-oriented teachers 
approach classroom groups and individual students with a respect for their 
emerging capabilities. Developmental theorists recognize that children grow in 
common patterns, but at different rates which usually cannot be accelerated by 
adult pressure or input. Effective teachers also know that variations in the 
academic performance of different children often results from differences in their 
general growth. Most school districts use inclusion to ensure that all children 
receive a free and appropriate education. Therefore, it is vital for teachers to 
know the characteristics of students’ exceptionalities and their implications for 
learning. 


Wise educators are cognizant of students’ individual learning styles and theories 
of human growth and development. They also know how to apply these 
principles in the selection and implementation of appropriate instructional 
activities. Learning activities selected for early childhood should occur in short 
time frames in highly simplified form. The nature of the activity and the context in 
which the activity is presented affects the approach that students will take in 
processing the information. During early childhood, children tend to process 
information at a slower rate than when they are older. 


When selecting and implementing learning activities for older children, teachers 
should focus on more complex instructional activities for which these children are 
developmentally prepared. Moreover, effective teachers maintain a clear 
understanding of the developmental appropriateness of activities selected. They 
also present these activities in a manner consistent with the level of readiness of 
their students. 
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Skill 6.3 Utilizing skills and strategies for leading the design, 
implementation, monitoring, evaluation, and refinement of a 
research-based instructional program 


Teachers and administrators should stay on top of what is going on in the field. 
They must constantly look for ways to improve their teaching and students’ 
learning. Professional articles often provide information that can be applied to the 
reader’s classroom practices. Therefore, research-oriented educators should 
read articles more than once to make sure they understand what is being 
proposed. In addition, they should ask questions such as: When was the article 
written? Who wrote it? What are the author’s credentials? Are other 
writers/professionals writing or soeaking about the same idea or approach? 


Next, teachers and administrators should conduct their own literature search to 
see if they can find where the new theory or approach has been tested and what 
results have been found. In the case of a debate about a particular theory or 
practice, they must take into account what they have found in their own 
experience. Just because it is written and published does not mean it is true, 
useful, or applicable to every classroom or school. Experienced educators will 
rate and evaluate information so that only the best pedagogy is incorporated into 
their own practice. 


Skill 6.4 Implementing instructional change to facilitate continuous 
improvement in all students’ achievement 


Goal setting is one way to bring about change in teachers’ instructional 
techniques. It is also instrumental in school growth and improvement. At the 
beginning of each school year, the principal should have the entire staff set at 
least three goals that are in line with the school’s mission statement or focus for 
the year. 


Goals should be measurable and specific. Applying the SMART method will 
ensure that goals are also achievable and can be evaluated. Thus, the goals 
should be: 


S — specific 

M — measurable 
A -— achievable 
R — relevant 

T — time-framed 


When goals are specific, it is easy to evaluate whether or not they have been 
achieved. 
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At regular intervals during the year, the administrator should meet with each 
teacher to discuss his or her goals and how each is progressing. Through 
visitations to the classroom, the administrator will also be able to comment on 
what is happening and offer advice on how to proceed. While some goals can be 
accomplished in one school year, some may need to be carried over to the 
following year. 


Skill 6.5 Monitoring and evaluating instruction, providing remediation 
when needed 


Administrators are able to have a birds-eye view of the overall educational 
landscape within a school. While they must allow teachers to utilize their 
individual strengths and strategies in achieving the academic goals set forth by 
the district, principals must always ensure that learning goals are being met and 
all students are being challenged. This can be accomplished through 
differentiated instruction, which is designed to meet the learning modalities and 
skills of individual learners. 


Assessment of learning, which takes place throughout the instructional process, 
gives teachers information about how students are progressing. Based on this 
data, teachers may adapt their instruction to meet individual or group needs. This 
differs from a summative assessment given at the end of a unit. In assessing for 
learning, teachers are constantly monitoring the students to ensure success for 
all. 


Research has shown that all students are equally capable of performing well in 
the classroom. Unfortunately, due to inhibiting factors, students from lower socio- 
economic backgrounds are faced with a number of challenges to reaching their 
full potential. For instance, single parents may be less able to help their children 
in completing homework consistently. This typically evidences itself in lower 
academic achievement. These families may need help formalizing a homework 
system or perhaps the student would need more attention on study or test-taking 
skills. Teachers should encourage these students as much as possible and offer 
positive reinforcemen when they meet or exceed classroom expectations. 
Educators should also watch these students carefully for signs of malnutrition, 
fatigue, and other impediments to learning. Administrators play an integral role in 
aiding in the success of intervention efforts. When teachers are supported in their 
instructional practices and their outreach to students and families, everyone 
benefits, particularly the students. 
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Through observations, administrators can consistently monitor teachers’ 
instructional practices and create snapshots of their classroom strategies. These 
should go beyond the formal observations required by the Department of 
Education. Timeframes should provide administrators with 10-15 observations at 
the beginning, middle, or end of a class period. In this way, administrators can 
see how class time is utilized at the beginning of the class period, how students 
are engaged during the period, and what occurs at the end of the learning 
opportunity. 


According to what occurs during these observations, administrators may need to 
adjust schedules of individual classrooms, the school’s master schedule, or the 
groupings that are in place. Typically, schedule changes must be approved by 
the district and or the Board of Education, they cannot be made unilaterally at the 
school level. A principal can impact the schedule however, by working with 
teachers to use time more wisely, facilitate smooth transitions, and group 
students in the most effective teams possible. Teacher groupings should also be 
adjusted if necessary. Perhaps teams of teachers must be regrouped in order to 
have more skilled instructors coaching those who need more support. 


In order to provide timely feedback to others on the administrative team, weekly 
meetings should be called by the principal. At this time he or she can solicit 
feedback about how each team member's instructional outcomes are impacted 
by the school environment. Areas that impact the team may include disciplinary 
and staff issues, student or parental concerns, and calendars and schedules. For 
feedback to be processed and implemented, it must be timely and factual. In that 
way the principal will have written records of issues, concerns, and evaluations 
that impact instructional and administrative practices. Findings can then be used 
in the continual process of school improvement. 


Teachers must be encouraged to use meaningful learning activities that engage 
students and that are adjusted to meet their educational needs. Strategies that 
acknowledge student’s diversity of intellectual, cultural, and socioeconomic 
backgrounds are imperative in engaging students in meaningful dialogue and 
learning in school communities. When students feel that curriculum designs and 
expectations are appropriately paced to meet their developmental needs, they 
are able to access course expectations and engage appropriately in their own 
learning. 


In most states, teacher contracts are constructed to ensure that a specific 
curriculum is being taught in the classroom. Instruction must meet students’ 
grade levels and graduation requirements. For example, meaningful work for an 
incoming 9"" grader is different from meaningful work for a 12" grade student 
preparing for graduation and college admission. 
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Table 1- Comparison between 9" and 12" grade courses 


























9" Grade Student Courses 12™ Grade Student Courses 

Algebra | Calculus | or Pre-Calculus 

Language Arts / 9™ Grade Honors AP (Advanced Placement) Language 
Language Arts Arts/College Writing/Literature 
Biology/Physical Science AP Chemistry/Physics 

PE (Physical Education) AP Fine Arts (Photography/Media) 
US History AP Government/Senior Project 
Introduction to Technology Website Design 








In Table 1, the course expectations for the 9" grade student includes 
prerequisites for graduation that are basic requirements, whereas the course 
load for 12" grade students includes the rigor and challenge of Advanced 
Placement courses that will allow students to be more competitive for college 
admissions. Meaningful work for students at different grade levels encompasses 
course expectations that are both preparatory and challenging to meet the 
competitive demands of colleges and professional careers. 


Strategies for designing meaningful work must include federal, state, and district 
grade level expectations. Learning requirements must enrich academic, problem 
solving, critical thinking, and communication skills to meet the demands of 
extended educational goals. In today’s educational communities, technology 
must be used to engage learners in designing meaningful work. 


The administration and staff must be committed to providing the best possible 
education to all students. This is accomplished by following the state-mandated 
standards while incorporating current educational research on how teachers 
teach, how students learn, and the best way to assess student achievement. 


Particularly in the No Child Left Behind era, schools must focus on the traditional 
core subjects, reading, writing, and arithmetic. This means that students must 
master English, whether or not it is their first language. Likewise, they must be 
able to perform in mathematics, science, and history. Additionally, studies 
associated with culture should be stressed, and the students should be given 
ample opportunity to develop their artistic abilities. 


High standards by themselves will not ensure success for all children. Many 
students will need individual attention in order to succeed, and the proper 
supports should be in place. This may be in the form of extra help from a 
specialist or the aid of a teaching assistant in the classroom. Regardless of their 
roles, school staff must operate with the conviction that all students can learn. 
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Schools have to prepare students for lifelong learning in life outside of school. 
Therefore, the presentation of the curriculum needs to vary according to the 
needs of students, and a variety of instructional techniques should be used. For 
some students, cooperative learning is best, while others prefer to hear the 
teacher lecture. Conversely, hands-on activities allow students to experiment and 
learn at their own pace. 


Every classroom will have students at varying levels of understanding, and the 
curriculum may have to be adapted or modified to meet the needs of a few. 
Teachers need to have flexibility in how they teach the curriculum. Therefore, 
administrators should provide them with the support they need, whether this is 
time to collaborate with their colleagues, visit other classrooms, or receive 
additional resources. 


Skill 6.6 Allocating and deploying financial and human resources to 
sustain the instructional program 


The management of school resources is a very difficult task that includes 
maintaining budgets. Principals must secure funds from external sources, 
manage a staff between twenty and one hundred people, and keep track of 
material resources, such as office supplies, building materials, and instructional 
resources. Every district has specific policies and procedures for managing and 
allocating resources. Therefore, the first thing a new principal should do is learn 
those procedures. Second, attention should be given to the school’s mission and 
vision. When resources are not directed at meeting the vision and mission of a 
school, those important elements are not cultivated or are ignored. Third, a 
principal should rally the assistance of school personnel, parents, and other 
interested parties. Often when schools have site-based management 
committees, these groups can represent various school needs that are affected 
by resource allocation. 


After taking all these issues into account, various procedures should be followed 
to keep track of how resources are actually allocated. For example, as staff are 
hired, principals can demonstrate alignment between the desired qualifications, 
the actual qualifications of the hired individual, the district policies, and the 
school’s mission and vision. Engaging in this process will help to prevent 
concerns about decisions that are made. 


The management of human, material, and financial resources requires careful 
documentation, clear policies, and effective communication. Resources of all 
types carry emotional and personal weight with school community members. 
Principals who forget about the political elements of running a school often find 
themselves having to repair relationships. Proactive principals, however, 
consider all the political elements that might surface as decisions are made. 
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Allocating money for professional affiliation is often overlooked. Principals and 
teachers should belong to at least one association in their field. They can then 
access the literature that will provide updates on what is going on in that field. It 
is also advised that educators attend at least one gathering of their association. 
Getting away and talking to colleagues from other parts of the country help 
administrators and instructors avoid entrenchment. Listening to what is 
happening in the field is also useful. It is rare that an educator attends one of 
these conferences without making changes in the way his or her school or 
classroom is run. Therefore, school and district budgets must include financial 
resources to support and encourage all staff to engage in mandatory and 
optional professional development opportunities that create a “win-win” situation 
for educators and students. 


Skill 6.7 Enriching curriculum and instruction through instructional 
technology 


Using technology to support student learning is not a new concept in education. 
Technology in various forms has been introduced into the educational 
environment over the decades. Technology can be seen in the form of books, 
radio, television, and duplicating machines. The advent of the computer, 
however, affords perhaps the greatest opportunity for students to engage in 
learning through an interactive medium. Computer technology provides an 
environment in which students can provide a response and receive feedback. 


Computer Assisted Instruction (CAI) is one way in which the computer can be 
used as an instructional tool. The software used in CAI is categorized into five 
types: tutorials, simulations, drill-and-practice, educational games, and 
exploratory environments (Grabe & Grabe, 1996). Each provides meaningful 
learning experiences in the classroom and addresses specific teaching 
objectives. To choose from among them, educators must consider the kinds of 
learning outcomes to be derived from instructional experiences. Matching the 
appropriate technologies to the desired behavioral objectives requires an 
understanding of the characteristics of the given technologies. In taking 
advantage of technology, the capabilities of technology must be matched to the 
needs of the learners and their objectives. 


Many view computer technology as an effective aid in achieving a school’s stated 
learning objectives. However, its use is not as widespread as it should be. In the 
late 90’s, few of America’s 2.8 million teachers were using technology in their 
classrooms (Hancock, 1993; Office of Technology, 1995). What accounted for 
the slow pace of technology’s diffusion and integration into teachers’ practice? 
Kearsley and Lynch (1994) concluded that teachers and administrators were not 
prepared to advance and manage technology in schools. 
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The slow adoption of technology in the teaching and learning environment can be 
attributed to a number of organizational and individual factors (Hope, 1997). 
Organizationally, integration of technology is hampered by a lack of specific 
plans. Incorporating technology into the teaching and learning process requires 
access to the appropriate tools . Teachers often do not have access to this 
technology because it is expensive and they do not receive effective training. 


Leadership is another important ingredient. Without leadership from principals, 
teachers are often reluctant to introduce new methodologies into the learning 
process, particularly if they have not been exposed to its advantages. Because 
teachers were familiar with the processes and methodologies of earlier 
generations of teaching, many did not have the background for using technology 
in the classroom. This has changed slowly as teacher-education programs began 
requiring graduates to take courses in educational technology. Simultaneous with 
this infusion, practicing teachers have also been provided with professional 
development on how to use computers in their classrooms. 


School administrators must recognize the capabilities of technology and the 
advantages it brings to the classroom. They must also become advocates for 
using it. A major responsibility falls on the school leader to model technology use 
and to also provide access and training for teachers. The application of 
technology to curricular goals and objectives is an important function of school 
leadership because computer technology offers teachers and students a 
constructivist learning environment. 


The placement of computers in individual teachers’ classrooms can offer great 
benefits because it maximizes both teacher and student access. Computers can 
be used in schools for achieving a number of instructional objectives including 
remediation, drill and practice, and simulations of real world activities. 
Understanding the appropriate application of technology to specific curriculum 
and learning objectives is a key administrative skill. In an era of constructivist 
thinking in classrooms, computer technology is perceived as an advantage to 
students’ working independently, learning to think critically, and using computer 
technology as a productivity tool. They also support students in analysis, creative 
thinking, and problem solving. Specifically, information management, writing, and 
mathematical concepts can all be reinforced using the computer. 


Video is another technology that has great potential for education (Maurer & 
Davidson, 1998). Moving images have an advantage over still visuals in the 
teaching and learning process. Video can be used in the learning environment for 
both affective and cognitive learning and comes in a variety of formats: DVDs, 
videodiscs, videocassettes, and compact discs are common media in schools 
today. 
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Each of these formats presents advantages and disadvantages in the 
instructional environment. Video technology can be used to analyze human 
interactions, master skills through repeated observations, and shape attitudes 
(Heinich, Molenda, Russell, & Smaldino, 1996). However, in the classroom, it can 
also promote inactive learning. Teachers need to ensure that their use of video 
technology in the classroom is appropriate. It should be paired with hands-on 
activities to ensure that students are engaged and focused. 


Skill 6.8 Using technology and information systems to monitor and 
improve instructional practices 


As the information age progresses, organizations increasingly rely on computers 
to accomplish as much of the work as possible. Schools too, have found the 
utility of computer systems to automate its tasks including administrative 
functions. The popularity of computers is reinforced by the ability of software to 
complete tasks in less time and with greater efficiency. 


It has been shown that lack of technological knowledge is common in the 
educational world. Therefore, it is important for the school administrator to 
distinguish between software designed for accounting, scheduling, information 
management, and communication purposes (Kearsley & Lynch, 1994). 

In school administration, the right application must be selected and applied to the 
appropriate task. For instance, seldom can curricular applications be applied to 
school administrative functions with desirable results. Likewise, administrative 
software can rarely be applied to the curriculum. The efficiency and effectiveness 
of the accounting software to handle school budgets does not translate to the 
teaching and learning environment of the classroom. However, some programs 
can be used for both academic and administrative functions. For instance, 
spreadsheets contain rows and columns and can be used to easily organize 
large amounts of school-wide information or to calculate mathematical formulas 
during class. 


The acquisition of software is an expensive proposition not to be taken lightly. 
Software evaluation is a critical skill for administrators. The following are several 
steps to keep in mind when selecting software for administrative use. One, 
identify the objectives that are to be accomplished by the software. Two, 
determine if the features and capabilities of the software match administrative 
goals and objectives. Three, determine if the software actually does what it 
describes and if what it does is what is needed. Four, ensure that the software is 
compatible to the schools’ computer system . After the software has been 
selected it can be purchase, installed, and utilized in supporting the educational 
goals of the school. 
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Competency 7.0 UNDERSTANDING HOW TO PLAN, DEVELOP AND 
IMPLEMENT EFFECTIVE ASSESSMENTS 


Skill 7.1 Understands uses, benefits, and limitations of various types of 
formal and informal assessments 


There are seven purposes of assessment: 


To assist student learning 

To identify students’ strengths and weaknesses 

To assess the effectiveness of a particular instructional strategy 
To assess and improve the effectiveness of curriculum programs 
To assess and improve teaching effectiveness 

To provide data that assists in decision making 

To communicate with and involve parents and other stakeholders 


In a general sense, assessments can take four forms: 


e Observation - noticing someone and judging their actions. 

e Informal Continuous Assessment - not formal like a test or exam; it is 
continuous because it occurs periodically. 

e Formal Continuous Assessment - more structured activity organized to 
measure learners progress, eg: quizzes or group activities 

e Formal Assessment - structured infrequent measure of learner 
achievement, eg: tests and exams 


Informal assessments help teachers measure how well the learners are 
processing information and progressing. Informal assessments can be in the 
form of homework assignments, field journals, and daily class work. Teachers 
should use the information gathered to tailor instruction to meet student needs. 


Formal assessments are highly structured. They are conducted at regular 
intervals and if the progress is not satisfactory, interventions, including parent 
involvement, are essential. Tests, exams, and projects are types of formal 
assessments. 
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Assessments can be classified in seven ways: 


— 


Diagnostic assessments determine individual strengths and weaknesses 
in specific areas. 

Readiness assessments measure prerequisite knowledge and skills. 
Interest and Attitude assessments attempt to identify topics of high 
interest or areas in which students may need extra motivational support. 
Evaluation assessments are generally program- or teacher-focused. 
Placement assessments group students or determine where each student 
should begin in leveled materials. 

Formative assessments provide on-going feedback on student progress 
and the effectiveness of instructional methods and materials. Grading is 
not a necessary component of formative assessments. 

8. Summative assessments determine the degree of student mastery or 
learning that has taken place. Usually a value, such as a grade, is placed 
on the student’s performance. 


CLO SN 


Pi 


It is important to remember that in education, the main purpose of evaluation is to 
guide instruction. Therefore, tests must measure not only what a child has 
learned, but also what a child has yet to learn and what a teacher must teach. 
Although today’s educators utilize many forms of assessment, testing remains an 
integral part of instruction and evaluation. 


Skill 7.2 Planning and implementing sound assessment practices to 
support schools and their staff 


Educational accountability has taken on a new meaning for administrators and 
teachers in the past decade. Large-scale assessments of students at the end of 
the school year can make or break a school. Those that do not perform well on 
are often subjected to sanctions, decreased funding, or the firing of teachers 
and/or administrations. Test results are published and are compared with results 
from other schools. Where school choice is permitted, parents often decide to 
place their children in buildings with higher tests scores. 
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For administrators, this presents a challenge because of the nature of the 
students in the classroom. Each classroom is different, and high test scores one 
year does not necessarily translate into high test scores in the following year. 
Nevertheless, administrators can take certain steps to produce commendable 
results from one year to another. First, test scores should be analyzed to 
determine successes to celebrate and where more work is needed. Second, it is 
imperative that there is internal accountability so that all teachers take 
responsibility for the students’ learning. The Social Studies teacher, for example, 
can work with the English teacher so that similar objectives are covered in both 
classes. The administrator should not only analyze the test scores to see where 
changes can be made, but also to determine the school’s potential. Third, 
through consultations with the teachers, a plan can be devised to help bring 
about school growth and improvement. Lastly, by comparing the practices of 
high-achieving schools with those of their school, administrators can bring about 
gradual change to improve instruction. 


Best practices can also become part of the school setting if teachers meet to 
discuss problems and areas where they have experienced success. By using 
best practices, schools can recognize areas of concern and take steps to effect 
change. This means that teachers must be open to adjusting practices in their 
classrooms. Additionally, ongoing assessment helps teachers determine what 
students know and what they still need to learn, with this data teachers are better 
equipped to help students succeed. 


Skill 7.3 Routinely implements a variety of effective assessment and 
evaluation techniques 


In evaluating school reform efforts, students’ performance must be measured. 
The assessment of students is a very important aspect of the teaching and 
learning process. Periodic testing measures learning-outcomes based on 
established objectives. It also provides information at various stages of learning 
to determine future student needs such as periodic reviews, re-teaching, and 
enrichment. Educators may implement and assess student academic 
performance using norm-referenced, criterion-referenced, and performance- 
based assessments. These performance indicators are operationalized through 
learning activities planned by the teacher. Also, the intended outcome must be 
measured and the level of goal attainment must be established at various stages 
of instruction. 


Standardized achievement tests can be norm-referenced or criterion-referenced. 
In norm-referenced measurements, the performance of each student is 
compared with the performance of other students who completed the same test. 
The norm is established by the original group of students who took the test. 
Norms can be based on age, gender, grade level, geographical location, 
ethnicity, or other broad classifications. 
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Standardized, norm-referenced achievement tests are designed to measure what 
students know in a particular subject in relation to other students of similar 
characteristics. The test batteries should provide a broad scope of content area 
coverage so that it can be used on a larger scale in different states and school 
districts. However, the questions may not measure the goals and content 
emphasized in a particular local curriculum. Therefore, stakeholders should avoid 
using standardized tests to assess the success of the curriculum or teachers’ 
effectiveness (McMillan, 1997). 


Tests produce different types of scores that are useful in different ways. The 
most common are the percentile ranks or percentile scores, grade equivalent 
scores, stanines, and percentage of items answered correctly. The percentile 
score indicates how the students’ performance compares to the norming group. It 
tells what percentage of the norm group was outscored by a particular student 
taking the test. For example, a student scoring at the eightieth percentile did 
better than 80% of students in the norm group. Further, 20% of the norm group 
scored above the particular student and 80% scored below. The scores are 
indicative of relative strengths and weaknesses. A student may show consistent 
strengths in language arts and consistent weakness in mathematics as indicated 
by the scores derived from the test. Remediation should not be based solely on 
these conclusions without a closer item analysis or a review of the objectives 
measured by the test. 


The grade-equivalency score is expressed by year and month in school for each 
student. It is used to measure growth and progress and indicates where a 
student stands in reference to the norm group. For example, we might have a 
second-grade student who obtains a grade equivalent score of 4.5 on the 
language arts section of the test. This does not mean that our student is 
achieving at the level of fourth grade and five months. The 4.5 grade equivalence 
means that the second grader has achieved at about the same level of norming 
group students who are at the fifth month of the fourth grade. The subtle 
difference is that our student is compared to students in the norm group, not 
necessarily to the objectives or requirements of the school, district, or state. 
When compared to other second graders in the norm group, our student may be 
about average. A point of consideration with grade equivalence is that it is 
unknown how well the second grader might do if placed in the fourth grade or 
how poorly the second grader might do if given the fourth grade test compared to 
other second graders in the norm group. 


Stanines indicate where the score is located on the normal curve, which is drawn 
based on the norm group. Stanines are statistically determined but are not as 
precise as percentile ranking because it only gives the area in which the score is 
located, but not the precise location. Using stanines to report standard scores is 
still found to be practical and easy to understand for many parents and school 
personnel. Stanines range from one to nine with five being the middle of the 
distribution. 
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Finally, achievement test scores can be reported by percentage of items 
answered correctly. This form of reporting may not be very meaningful when 
there are only a few questions/items in a particular category. It is difficult to 
determine if the student guessed well or Knowingly chose the correct responses. 


Criterion-referenced standardized achievement tests are designed to indicate the 
student’s performance directly related to specific educational objectives. For 
example, the test may measure how well a student can subtract by regrouping in 
the tens place or how well a student can identify the long vowel sound in specific 
words. Criterion-referenced tests are specific to a particular curriculum, which 
allows the determination of the effectiveness of the curriculum, as well as specific 
skills acquired by the students. They also provide information so educators can 
plan for future student needs. Because of the recognized value of criterion- 
referenced standardized achievement tests, many publishers have developed 
tailor-made tests to correlate with general goals and specific learning objectives 
of states and districts. Test-developers pull items from a test bank of field-tested 
questions. The test scores are reported by percentage of items answered 
correctly to indicate mastery or non-mastery. 


Performance-based assessments are currently being used in a number of state 
testing programs to measure the learning outcomes of individual students in 
subject content areas. For example, to measure student-learning performance, 
Washington State uses the Washington Assessment of Student Learning 
(WASL) in Reading, Writing, Math, and Science. This assessment became a 
high-stakes test when, for the class of 2008, passing it became a graduation 
requirement. Performance-based assessments in core subject areas must be 
monitored systematically. The process must include pre-testing and daily or 
weekly gauging of student learning. Typical performance assessments include 
oral and written work such as research papers, oral presentations, class projects, 
journals, portfolios, and community service projects. If they are effective, 
performance assessments will show the gaps or holes that can be filled through 
deliberate instructional planning. 


With today’s emphasis on student learning accountability, legislation and the 
public demand effective teaching. Thus, assessment of student learning will 
remain a mandate in educational accountability. Each method, norm-referenced, 
criterion-referenced, and performance-based assessments have different 
benefits. Before a state, district, or school community can determine which type 
of testing is the most effective, they must determine how the assessment will 
meet the learning goals and objectives of the state, district, school, and students. 
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Skill 7.4 Analyzing assessment and evaluation data for students 
individually, as subgroups, and school-wide 


Assessment reform goes hand in hand with school growth and improvement. It 
refers to both performance based assessment and the authentic assessments 
that teachers use in the classroom, both formally and informally. Current issues 
in assessment deal with the fact that teachers should be conducting assessment 
for learning rather than assessment of learning. In the former, the assessment is 
done during learning. Therefore, teachers can see where students are having 
difficulty and help them overcome hurdles to experience success. 


Another issue is that of assessment literacy. Teachers need to be able to analyze 
data from classroom and standardized tests to develop plans of action that will 
lead students to achievement of the learning outcomes. 


The accuracy of student evaluation is essential. Accuracy is determined by the 
usability of the instrument and its reliability and validity. Validity is the extent to 
which a test measures what it is intended to measure. For example, if a test was 
designed to measure the creative writing of students, if it is also used to measure 
handwriting, even though it was not designed for the latter, it lacks validity as a 
test of handwriting. Reliability refers to the consistency of the test to measure 
what it should measure. For example, the items on a true or false quiz are 
reliable if they convey the same meaning every time the quiz is administered to 
similar groups of students under similar situations. In other words, there is no 
ambiguity or confusion with the items on the quiz. 


The difference between validity and reliability can be visualized as throwing darts 
at a dart board. There is validity if the dart hits the target (an assessment 
measures what it is intended to measure), it is reliable if the same spot is hit time 
after time (the assessment consistently measures what it should measure). The 
goal should be to develop assessments that are both valid and reliable, the dart 
hits the bulls-eye time after time. 


validity 


reliability 


When teaching and learning are the primary focus of the school, administrators 
must exercise strong assessment leadership. Rather than simply supervising 
teachers’ instructional techniques, the administrator's role has shifted. Now 
principals must evaluating teachers and supervise the learning that is taking 
place. Primarily because the administrator’s role is to enhance teaching and 
learning, he or she needs to have an in-depth knowledge of the different forms of 
assessment. 
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Most of the current research focuses on the changes teachers are making in the 
classroom. There is very little attention paid to the changing role of the 
administrator to deal with these issues. Programs are changing to reflect 
different methods of assessment, as well as the ways teachers report to parents. 
The administrator has to be involved in ensuring that classroom assessments 
drive instruction, provide feedback to both students and parents, and actively 
involve students in the assessment process. 


Skill 7.5 Uses appropriate research strategies for profiling student 
performance and providing support services 


Only in recent years have school leaders adopted the practice of using numbers 
to drive school change and analyze the state of student learning. For effective 
school leaders and teachers, data is the foundation for daily decisions about 
curricula, student grouping, and more. 


It is important to use data to recognize trends that are occurring throughout a 
school. Administrators and teachers should know the areas of strength as well 
as those that require improvement. Data should be disaggregated and examined 
by gender, free and reduced lunch status, ethnic background, and special needs 
designations. School leaders should then use the data to target areas where 
additional professional development and/or funding is needed. 


Everyone in a school community can and should collect, analyze, and reflect on 
data to improve student achievement. It must be understood that no one form of 
data can accurately assess how a school is doing. For instance graduation, 
attendance, and dropout rates are important for measuring school and student 
outcomes, but they cannot explain everything about the school and its dynamics. 
Other kinds of data such as surveys and classroom observations are also 
needed. In addition, for data to be properly utilized, school leaders must provide 
meaningful professional development and training opportunities to their staff. 


Skill 7.6 Communicating goals, expectations, performance, and 
assessment results clearly and accurately to internal and 
external stakeholders 


Relationships are built when people work together. Parents, teachers, staff, and 
students become active partners by sharing experiences and communicating 
effectively. Before communicating with a group, the school leader must 
determine the audience. He/she must then collect information about that 
audience including: 


e What background do they have in the subject? 


e What will they want to know? 
e How much time and/or interest will they have regarding the subject? 
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If the audience already has significant background knowledge on the subject, 
administrators should only provide specific information. In contrast, if they do not 
already have this information, then they should be brought up to speed. A useful 
resource can be accessed online at: 


(http:/Awww.ed.gov/pubs/EdTechGuide/howcomm.html). 


The most effective type of communication that a school leader can put into place 
is two-way communication. With this method there is an open sharing of both the 
expectations and results. It also gives stakeholders the opportunity to provide 
suggestions and feedback. There are numerous ways that expectations can be 
communicated to both internal and external stakeholders. The methods used will 
affect how those expectations are received. 


Written reports are one strategy to communicate results. Other options include: 


memos, letters or newsletters 

phone calls 

presentations before a board or committee 
publications in journals, newspapers, or magazines 
workshops for teachers 

webpages 


The key to knowing when and how to effectively use these various tools goes 
back to knowing your audience and which tool will have the most impact on a 
specific group. 
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COMPETENCY 8.0 PROMOTING ACCOUNTABILITY AND 
STRATEGICALLY MANAGING RESOURCES TO 
IMPROVE STUDENT ACHIEVEMENT AND 
ORGANIZATIONAL EFFECTIVENESS 


Skill 8.1 Assessing educational quality and progress and enforcing 
educational accountability 


In the processes of curriculum development, implementation, and evaluation, the 
principal is the school leader. During the developmental stage, he/she must 
verify that an effective needs assessment is conducted. The principal can 
appoint a curriculum development team to gather relevant data, make curriculum 
decisions, and develop goals based on the educational philosophy of the school. 
These goals are then translated into measurable objectives that meet the state 
content standards. In order to improve accountability and performance, all 
relevant parties must be appropriately included in the curriculum development 
stage In addition, the principal must ensure that: 


e Teachers are qualified to implement the curricula 

e The school facility and resources are adequate for the curriculum needs 

e There is constant supervision, monitoring, and evaluation of students, 
teachers, and curricular materials 

e Effective communication is taking place so he/she can receive feedback 
and resolve concerns promptly 


Curriculum development is an ongoing process that requires adequate evaluation 
tools and procedures. Stakeholders must first gather information about the 
success of the curriculum. During this phase, all aspects of the curriculum are 
assessed including needs, goals, objectives, teacher and student performance, 
and curricular materials. The gathered data are then used to modify the 
curriculum. These steps are continually repeated as the curriculum is refined and 
improved upon. 


Skill 8.2 Useing data appropriately to evaluate instruction and promote 
continuous improvement 


Ornstein and Huskins (1993) identify five distinct phases for gathering data to 
assess program effectiveness. These phases include: identifying the curriculum 
phenomena to be evaluated and then collecting, organizing, analyzing, reporting, 
and recycling the information. During the first phase, the evaluation is designed. 
The evaluators determine if the entire school will be included or just selected 
grade levels or subject areas. All variables and their relationships must be 
clearly delineated. This includes establishing a clear relationship between the 
objectives, the constraints of the learning activities and the expected outcomes. 
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The next phase is collecting information. At this juncture, the sources of 
information are identified based on the design established in the previous phase. 
The evaluator must collect data from various sources including parents, teachers, 
staff, students, and other members of the school community. Next, the 
information must be organized so that it is useable. This includes coding and 
storing the data into a system where it can be retrieved for analysis. 


The method of analysis can be determined prior to information collection or it can 
be guided by the type of data obtained. Either strategy is acceptable as long as 
the statistical procedures are suitable for the information collected. Finally, the 
last phase involves recycling the information obtained. This gives meaning to the 
notion that evaluation is a continuous process. The implication is that the 
information received will provide feedback, the program will be modified and 
adjusted, and it will then need to be evaluated using the same process. 


The implementation process must be strategically planned. It should include 
benchmarks; these will determine specific levels of program goal attainment. 
Stakeholders can then reexamination the strategies being used to achieve 
learning outcomes. When placed on a timeline, the benchmarks may also serve 
as pointers for communicating with various audiences. Feedback from these 
audiences can be used to determine the extent to which everyone understands 
the curriculum goals, expected outcomes, content and implementation strategies, 
and outcome measures. 


In the process of educational-program evaluation or classroom instructional 
evaluation, outcomes are expressed in terms of aims, goals, and objectives. 
Aims are general statements that reflect value judgments. They give the overall 
direction of the curriculum and are the result of societal concerns. Goals are 
more specific than aims. Even though goals may be written in a general manner 
similar to aims, aims become goals when the statement of purpose is tied to 
particular areas of the curriculum. 


Examples of goals are expressed in the 1990 Commission on National Goals 
2000. Goal one states; “By the year 2000 all children in America will start school 
ready to learn.” Goal two states; “By the year 2000 the high school graduation 
rate will increase.” As observed, these goal statements are very general and 
they do not include specific behaviors or terms for the behavior. Unlike goals, 
objectives are typically expressed in terms of measurable behaviorals. 
Behavioral objectives state what is expected of the student at the conclusion of 
the unit or lesson. They also state the terms for the behavior and the minimum 
expectancy. An example of a well-written behavioral objective would be; “After 
completing the unit on telling time, the students will be able to complete 25 
problems with 80% accuracy within a thirty-minute time span.” 
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Skill 8.3 Assessing and effectively reporting on the progress of the 
school and school district in meeting goals 


Assessing school performance is a key skill necessary of every administrator. 
Equally important is the ability to report this information and other facts relating to 
school progress. It is vital that stakeholders are made aware of the school’s 
strengths and achievements and when it needs improvement. Even in public 
schools, it is necessary to carefully market a school’s quality and its 
competitiveness. School-choice options include charter, private, and home 
school networks; public schools exist in a heightened state of competition. Public 
institutions must demonstrate to the public, particularly their potential clientele, 
that the school is academically strong, caring, and engaging. 


In general marketing research, there are a variety of principles organized to help 
institutions and firms market themselves and their products. For schools, they 
can distinguish between their product, image, or communication. When schools 
focus on demonstrating and marketing their product, they essentially highlight 
statistics about the school. For example, a school could demonstrate its test 
scores, the number of advanced classes it offers, the percentage of teachers with 
advanced degrees, or college acceptance rates. 


In contrast, when using the image strategy; a school may choose to develop a 
theme. Typically, a theme is an aspect of a school around which all or most of its 
work revolves. For example, a school can market itself as a “classical academy” 
and offer classes in a variety of languages and arts. Conversely, a school can 
market itself as a school of “social justice” that matriculates students who are 
conscious and proactive about issues of equality, race, gender, and social class. 
Many elementary schools have marketed themselves as “environmental learning 
schools”; they engage in targeted field trips to nearby areas in order to learn 
about, and even assist in, the preservation of the environment. 


The third and final strategy is communication. A school can have a great image 
and list impressive statistics on its students, achievements, and instructors. 
However, if others do not know about these accomplishments, they will not 
translate into an effective marketing plan. While most schools cannot take out full 
page ads in newspapers or advertise on television, they can make their presence 
known in neighborhoods. They can sponsor local events, encourage annual 
walk-throughs for families, and welcome parents to stop by at any time. The latter 
strategy is particularly effective for families searching for a new neighborhood to 
live in or school for their children to attend. Often, marketing can help a school 
re-analyze what it does and encourage the staff to improve on its practices and 
procedures. Overall, schools must look at themselves closely for the values they 
can offer to children and then communicate those values clearly and effectively. 
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Skill 8.4 Reporting financial information annually to staff and the public 
in ways that clarify expenditures and assessment results 


Financial expenditures require the signature and approval of the administrator 
and typically one other designee. Rather than making budgetary decisions 
based on whim or favoritism, the principal should always be guided by the 
campus improvement plan and his/her leadership team. For example, if funds 
are requested for an autism conference, but there are no school goals or student 
needs in this area, then this request should not be funded. Conversely, if the 
school goals include literacy development, then the principal should approve a 
request to purchase additional library books. Resources are always limited, and 
conflicts can occur when stakeholders are denied their requests for purchases. 
The principal can minimize problems and maintain integrity by: involving the 
school leadership team in budgetary decisions, keeping the group focused on 
student achievement, and reminding everyone of the school vision. 


After the allocation process has been determined, the principal must develop a 
system to accurately track all funds obtained and spent. To avoid serious 
consequences or charges of fund misappropriation, cash transactions must be 
handled very carefully. This can be facilitated by minimizing the use of cash. If 
this form of payment is unavoidable, district-supplied, serially-numbered receipt 
forms must be used to record any cash received as an accounting transaction. 
Additionally, each school must have a bank checking account and each monthly 
statement must be reconciled as soon as it is received. 

Monthly written financial reports must be made for the purpose of school 
decision-making, and annual reports must be submitted for the district's annual 
financial statement. All these steps make it easier for the administrator to 
prepare annual reports for the district, the school staff, and the public. Though 
the format and content of the reports will differ for the different audiences, it is 
important that all stakeholders be valued and included in this crucial aspect of 
school operations. 
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COMPETENCY 9.0 DESIGNING AND IMPLEMENTING 
COMPREHENSIVE, SYSTEMATIC, PROVEN, 
STAFF PROFESSIONAL-GROWTH PLANS 


Skill 9.1 Designing and implementing context-appropriate professional 
development programs 


Career and staff development refers to the continual process of increasing the 
skills of professionals within an organization. Contemporary methods of staff 
development are extensive; however, there is sparse information on the actual 
impact of most methods. When selecting new ways to improve staff skills, it is 
important to understand what works and what does not. 


Career and staff development must be differentiated. Career development is 
deliberate training and practice meant to move a person into another career 
stage. For example, teachers who feel the call to school leadership typically go 
back to school, earn a master’s degree, and become certified as a principal. 
Usually, this process takes place outside the K-12 school environment; however, 
some districts are experimenting with their own “in-house” training programs. 


In contrast, staff development is meant to increase the skills of people in their 
current positions. So, while teachers may have been trained in university-based 
certification programs, they will constantly need to be taught new strategies, 
skills, and techniques to use in their classrooms. Good staff development helps 
to motivate teachers to further improve their practice. 


The old model of staff development consisted of teaching discrete skills to 
teachers, often in impersonal large groups. Topics tended to be irrelevant to 
most teachers and there was no follow-up for teachers to discuss or reflect on 
new learning. Even though this is considered the “old” model of staff 
development, it is still used in many schools and districts across the country. 
Slowly but surely, schools and districts are learning that this model does not 
provide the impact needed to improve teacher practice and student learning. 


The new model of staff development focuses on particular skills tailored to 
specific teacher needs. It includes significant follow-up time, sustained learning, 
and collaborative discussions. This model typically deals with individual subject 
areas or teacher techniques related to a particular grade level or subject. For 
example, instead of a session for all teachers in a high school, each department 
would learn things related to what they typically teach. 
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Additionally, the new model of staff development focuses on sustaining learning. 
Instead of providing teachers with a single training session, the topic is brought 
up throughout a school year. This might allow teachers to learn the strategy at 
the beginning of the year and try it for a few months. Then, half-way throughout 
the year, the topic can be discussed again in a staff development session. At that 
time, teachers can learn new strategies to deal with problems they encountered 
during the “trial” period. Later in the year, teachers can get together and further 
reflect on the strategy and plan how they will use it in the coming year. 


Staff needs and satisfaction should be surveyed on a regular basis. During the 
school improvement process, staff development needs should be identified and 
included in the plan to help acquire funding and other resources as necessary. 
Staff should be surveyed at least once per year to determine their interests, 
weaknesses, and preference for development. Many schools now have staff 
development committees that represent the entire staff and assist the 
administration in planning developmental activities. Each session should 
conclude with an evaluation to determine its usefulness and to identify changes 
for future trainings. 


Skill 9.2 Developing staff capacity through supervision, evaluation, 
effective staff assignments, and corrective action when 
necessary 


Administrators and employees engage in the disciplinary process constantly. 
Typically, only when the discipline becomes formal and written and a matter of 
public record on his or her file, will an employee file a grievance with the union. 
Usually the request is to have any disciplinary paperwork removed from the 
teacher's files. Administrators must always follow rules of due diligence and due 
process when admonishing employees who are demonstrating ineffectiveness in 
the classroom. 


For administrators, the staff evaluation process is a contractual obligation that 
must be met in a timely manner. The time-factor includes a formal evaluation 
twice per year with written feedback and a pre and post-conference to gather 
data on the observations. The evaluation criteria are predetermined and voted on 
by the teacher’s union and must be utilized in providing feedback to staff on 
progress in instructional practices. Typical evaluations for teachers include the 
following areas: 


Professional skills 

Classroom management 

Active engagement in student learning 
Effective instructional practices 
Knowledge of subject content area 
Engagement in professional development 
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The same criteria and processes are typical for administrator evaluations. They 
are expected to have knowledge encompassing all instructional subject-areas. In 
addition, they must demonstrate supporting staff with proactive strategies for 
professional development, growth, or redirection in instructional practices. An 
effective and proactive administrator must model appropriate administrative skills 
for the school community. In this way, school staff will be held to the same 
expectations that the administrator must meet. 


The processes and procedures for discipline, dismissal, and nonrenewal of 
school employees are contractual ones that are predetermined by staff voting 
with their respective unions. Before employees can lose their jobs in schools, 
procedures must be followed using the protocol set in contractual handbooks. 
Union representatives may site technicalities when administrators have not 
followed contractual procedures. This may then result in a dismissal or 
disciplinary action being overturned. The decision to overturn disciplinary action 
may be made irrespective of staff performance. 

The final decision for dismissal and nonrenewal comes from the district's Human 
Resources Director. This individual reviews the final paperwork submitted by the 
administrator involved in the evaluation of the specific staff member. Before a 
staff member reaches this stage of evaluation, the administrator must verify, 
through written evaluations, that the staff member has received notices of 
unsatisfactory job performances over a period of time, usually a year of formal 
evaluations. The next step is working with the staff member to improve 
instructional practices. 


Improvement of instructional practices is typically coupled with professional- 
development opportunities that an employee can use to strengthen and diversify 
his or her abilities. When the administrator decides to use procedural methods to 
remove a teacher, a comprehensive improvement plan is created that includes all 
issues that have been observed to contribute to a climate of educational decline. 
Administrators must work proactively with the teachers’ union before a teacher 
can be dismissed, disciplined, or non-renewed. It is more difficult to terminate the 
contract of a teacher than it is to not renew his or her contract. Administrators 
understand that first year teachers have non-renewal contracts, thus, if their job 
performance is unsatisfactory in the two formal and one annual written 
evaluations during the school year, a simple check on the non-renewal form is all 
that is necessary to terminate the contract. If they receive a non-renewal 
decision, teachers can request a hearing to protest the action before a 
termination takes place. 
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In order to dismiss an employee; however, the administrators must demonstrate 
consistent use of formal and informal written observations, along with 
documentation that shows an active encouragement for the employee to seek 
professional development opportunities to restructure and improve instructional 
practices. In addition, there must be a series of meetings with union 
representatives. At these meetings, the employee is presented with the 
administration’s perspective, and he or she can then dispute the facts, accept the 
facts with recommendations, or dismiss the facts. 


If the meetings end in a dismissal, the employee is given a form to sign that 
defines his or her dismissal from the teaching position. Often, the form contains a 
provision that states that the employee may or may not be given a satisfactory 
letter of recommendation from the district or administrator for future employment 
in other districts. The definitive aspect of dismissal is that the employee will not 
be allowed to work in the current school district again. 


Skill 9.3 Uses a variety of supervisory models to monitor and improve 
instruction 


The vision of any school should be to provide effective instruction for students. 
To ensure that this takes place on a consistent basis, supervisors must work with 
teachers in a non-threatening way. Together, they can move instruction from 
what it is to what it should be. 

Personnel appraisal is a significant responsibility for the principal. Done correctly, 
teachers grow professionally and students benefit from increasingly effective 
instruction. Most school districts provide district-wide, objective measures to 
judge teacher effectiveness. These are published and should be discussed with 
each teacher early in the school year. For instance, at the beginning of the term, 
teachers should set professional development goals. They should include both 
areas in which they are weak and those in which they are strong. A supervisor 
and his/her staff can then work collaboratively to achieve these goals. There are 
several methods of supervision that can be used: 


CLINICAL SUPERVISION: Supervisors work with teachers in a collaborative 
way and provide expert, direct assistance. As the father of clinical supervision, 
Cogan believed that for this method to be effective, data had to be collected from 
the teacher in the classroom. Then, the supervisor and teacher involved would 
collaborate to plan programs, procedures, and strategies aimed at improving the 
teacher’s classroom behavior, specifically his/her instructional techniques. 

There are five phases in clinical supervision. The first is the planning conference 
or pre-conference, involving the supervisor and teacher. This session focuses on 
the reason and purpose for the observation, the focus of the observation, the 
method and form of observation to be used, the time of observation, and the time 
for the post-conference. 
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The second phase of the clinical supervision is the actual observation of the 
teacher in the classroom. During this time, data are collected based on what the 
supervisor has decided he/she would observe. Once the data are collected, 
analyses and interpretations are made. This is the third phase, which also 
involves deciding what approaches are to be used in the fourth phase. 

The fourth phase, post-conferencing, focuses on reviewing the results of the 
observational session and formulating plans which will aid in improving future 
instruction. During the post-conferencing critique, the supervisor and teacher 
analyze the first three phases of clinical supervision, and make adjustments 
where necessary. This conference, not necessarily a formal one, examines 
questions such as: what was valuable in what we did and what changes in 
strategies can be made? 


Clinical supervision allows for objective feedback, which if given in a timely 
manner, will lead to improved outcomes. As a result, teachers are able to clearly 
see differences in what they think they are doing and what they are actually 
doing. 


DEVELOPMENTAL SUPERVISION: Teachers have different job skills, 
knowledge, behaviors, attitudes, and concerns at different points in their careers. 
A number of these characteristics follow a regular developmental pattern. Three 
stages of teacher career development have been identified, each with different 
developmental characteristics. 


The survival stage occurs during the first year of teaching. At this stage, the 
teacher’s major concern is meeting professional responsibilities and adjusting to 
the school environment. The confusion and uncertainty of the first stage can be 
allayed by direct supervisory assistance, with the supervisor assuming primary 
responsibility in helping the teacher. 


The second, third, and fourth years of teaching are years of adjustment, growth 
in classroom techniques, and increasing confidence. A collaborative supervisory 
approach is appropriate at the adjustment stage, with the supervisor and teacher 
taking equal responsibility for meeting the teacher's needs. 


At the mature stage, from the fifth year on, most teachers feel professionally 
secure. During the mature stage of teaching, stress is placed on the teacher’s 
ability to keep his/her instruction interesting while meeting changing educational 
expectations. A nondirective, supervisory approach is appropriate at this stage. 
The supervisor listens, encourages, clarifies, presents, and collaboratively solve 
problems, while the teacher assumes the primary responsibility for improving 
instruction through self-assessment. 
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COACHING: Cognitive coaching is a framework based on the premise that 
teachers have the capacity to reflect upon their teaching and self-direct their 
actions based on new information brought forth through work with a coach. 
Through a deliberate and focused series of questions in a conference, a coach 
can lead a teacher to a different level of thinking, and therefore, better practice in 
the classroom. Coaches help teachers discern the healthy things they want to do 
or to be and find appropriate behaviors to get there. The coach and teacher are 
essentially peers, not "master and student." 


Coaches believe that knowledge is within the teacher or within the teacher's 
grasp if he or she knows where and how to obtain it. Coaching is not focused on 
giving new knowledge or skill sets, but rather on the action plan for obtaining that 
knowledge or skill. The coach may point to various resources, but the initiative 
rests with the teacher to follow through. The coach and teacher "design an 
alliance" concerning what will be accomplished, but the teacher sets his or her 
agenda. The teacher and coach agree and work together to honor it. Coaching is 
oriented toward next steps and focuses on what behaviors will help the teacher 
reach his/her goals. The coach will also help the teacher deal with feelings so 
that they do not block the teacher's future goals. Finally, the coach keeps 
personal opinions and advice out of the conversation so that the teacher can 
move ahead on the agenda. Coaches must listen deeply and ask probing 
questions. 


Skill 9.4 Engages all faculty and stakeholders in using research-based 
strategies to bring about sustained school improvement 


A principal must support his/her staff so that student achievement will be 
optimized. Underperforming teachers will need assistance to improve their 
instruction. To assist these individuals, leaders should collaboratively agree on 
two or three improvement goals. Concentrate on achieving these benchmarks 
before moving on to other areas of need. Document the improvement plan and 
any progress, or lack thereof, toward the selected goals. Poorly trained teachers 
need to observe excellent role models; therefore, the principal must allow release 
time for observations in other classrooms. Conferencing with the mentee after 
the observation will assist him/her in applying the observed techniques. When a 
teacher is working through an improvement plan, the principal should make more 
frequent visits to the classroom and look for signs of improvement. Document 
every visit and intervention. As long as they are willing, ineffective teachers can 
improve with a principal’s support, training, and mentoring. 
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Just as it helps to identify underperforming teachers, the appraisal process also 
recognizes outstanding instructors. When a teacher’s performance is highly 
rated, this provides encouragement to continue instructional practices that benefit 
students. Appraisal systems allow for the structured feedback that teachers 
need to improve instruction and grow professionally. Regardless of the starting 
point of the teacher, professional learning strategies should be research-driven. 
The best strategy to obtain stakeholder buy-in is for the principal to set a good 
example. Principals should continually reinforce the importance of using 
research to make instructional decisions. This can be done by presenting recent 
articles at faculty meetings, quoting current findings on improvement efforts in 
other districts, and encouraging teachers to systematically record and report on 
their classroom practices. 


Skill 9.5 Integrating continuous learning and engaging staff in ongoing 
informal and formal self-assessment and evaluation 


When the evaluation process is conducted properly, teachers grow professionally 
and students benefit from increasingly effective instruction. Teachers’ 
professional-development goals should be discussed in one-on-one sessions 
with the principal. Educators can also be engaged through formal, planned 
classroom observations and informal walk-throughs. 


Teacher performance ratings should be directly tied to student achievement; 
therefore, student achievement data should be included in determining appraisal 
scores. The driving motto should be that teaching has not happened unless 
students have learned. Teachers should be given clear feedback about whether 
their performance is satisfying the criteria of the appraisal instrument. Delivering 
this feedback to the teacher in a face-to-face conference allows the principal to 
establish a dialogue with the teacher about instructional practices. Effective 
leaders understand that very few professionals change simply because someone 
talks to them. They recognize that to change behavior, administrators must 
change the thinking behind the behavior. This can be achieved by asking 
questions that cause teachers to reflect on their own practices. 


To aid principals in executing this responsibility, most districts use district-wide 
criteria developed through a committee of diverse stakeholders. These criteria 
provide the principal with objective and reliable methods of appraising and 
advising staff. Teachers are also aware of the criteria and understand how they 
are used in evaluations. For many teacher evaluations, states require 
performance-based assessments; therefore, principals must tie performance to 
student learning. If principals need to acquire additional information on the 
development and implementation of the appraisal process, they can contact 
district or state officials, university professors, professional organizations, or 
consultants. 
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In an effort to support teacher success, the state or district will provide assistance 
to all teachers. However, particular emphasis is placed on new teachers and 
experienced teachers new to teaching in the state. The assistance of a peer 
teacher and a variety of induction activities enable teachers to receive assistance 
without the implied threat of evaluation. This open system allows these teachers 
to seek help when it is needed. 


Skill 9.6 Encourages leadership, creativity, innovation, initiative, action 
research, informed and responsible risk taking, stress 
management, collaboration, interdependence, trust, mutual 
respect, and a strong work ethic among staff 


All staff need and deserve to be treated with respect. Teachers need to know that 
the administration is there to help in any situation, will respect confidential 
information, and does not show favoritism. Aspects of dealing with members of 
the staff include: 


Trust 

Interpersonal communication 
Retention 

Civility 

Rewards and recognition 

Team development 

Managing stressful situations 
Supporting staff in times of change 


When a new administrator comes into a school, he/she has to develop a sense of 
trust with the staff. They need to know that the principal will support them in if 
problems arise with students or parents. When staff perform well they should be 
recognized and this should be done publicly, such as at staff meetings. While 
administrators should look for exemplary teaching or behavior in all staff, rewards 
and recognition should not be handed out frivolously. 


A few other skills are worth mentioning. The first is team-building; this important 
task will take time to develop and cannot be rushed. Administrators have to make 
sure that the members of the team get along; if they cannot work together, the 
team will not function effectively. Principals must also manage stressful situations 
without panicking or becoming distraught. This will let the teachers know they 
have a leader on whom they can depend. A third skill is the ability to facilitate 
top-down changes such as those required by the state or school district. It is 
particularly difficult when teachers do not agree with the requirement and the 
change is forced. Administrators have to realize that change is not easy and that 
taking small steps makes the process more successful. 


EDUCATION LEADERSHIP 71 


TEACHER CERTIFICATION STUDY GUIDE 





Skill 9.7 Allocating adequate time, funding, and other resources for 
professional development 


Managing the school budget is one of the administrator's main responsibilities. 
Reflecting on the school vision can directly impact how available money is spent. 
Often, the choice means prioritizing one activity at the expense of others. For 
example, principals must often choose between providing teachers with 
professional development opportunities or buying more resources for individual 
classrooms. While classroom supplies and equipment are important, a clever, 
well-trained teacher can provide top-notch instruction with limited resources. In 
contrast, the most cutting-edge resources cannot compensate for poorly-trained 
teachers. Therefore, principals must ensure that professional development is 
ranked in the top tier of their resource allocations. 


New standards and accountability systems demand much more of teachers than 
ever before. Some simply do not have the skills or Knowledge to implement the 
many requirements for which they are now responsible. Significant research on 
professional development has concluded that among the worst ways of helping 
teachers learn new skills or knowledge is putting them through a “one-shot” staff 
in-service session. Sometimes, these sessions are one to two hours. At others 
they may be five to six hours. In either case, they give teachers little reason and 
no accountability for applying their new learning. Additionally, they do not 
account for adult learning theories, which suggest that adults learn best when 
they have an immediate application of their learning. Since most staff in-services 
have no follow-up, most teachers will not try the new strategies. 


Effective professional development consists of deep learning across time with 
significant opportunities for follow-up, discussion, assistance, and reflection. 
Often when a topic is covered in professional development sessions spread out 
over a whole year, teachers are more likely to try new ideas in the classroom. 


When schools add components of Professional Learning Communities—group 
configurations that allow for discussion of new learning—then teachers have 
more opportunity to reflect upon, discuss, and question new ideas. This allows 
teachers to work through personal concerns and problems they might be facing 
in their classrooms. Consistently, teacher surveys find that educators never have 
enough time to learn new strategies. Therefore, it is crucial that professional 
development not be limited to a couple hours per year. Schools must provide 
teachers with multiple opportunities, often by re-arranging the school day, so that 
teachers can interact with each other and new teaching ideas on a more regular 
basis. 


Funds for professional development are critical as well. While grants are often 
available, principals must be creative in providing teachers with the resources 
they need to be effective. If teachers do not get these professional development 
resources, it directly impacts student learning. As such, principals must view 
allocation for professional development as a necessity, not as a financial burden. 
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Skill 9.8 Maintains a personal plan for self-improvement, reflective 
practice, and support from a variety of resources 


Administrators should set their own professional goals at the beginning of a 
school year. They must continually refer back to these to make certain that 
school improvement is taking place. Developing relationships with teachers, 
staff, and parents is an important part of this process. Keeping a diary or journal 
of dialogue with colleagues helps in the reflection process. Their goal attainment 
is aided when they stay abreast of the latest educational and school reform 
research. 


Principals must realize that school reform is not just about changing how 
teachers teach; it is also about changing their administrative approach. This 
realization can be supported through self-reflection that can take many forms. 
One strategy is setting aside time to reflect on the week’s events. Another is 
journaling the strengths and weaknesses of strategies used. The administrator 
should also reflect on relationships with teachers; this will build camaraderie and 
will ultimately help in classroom interventions. Similarly, reflecting on 
relationships with parents will lead to better student outcomes. 


Administrators can also self-reflect with regards to the professional goals of the 
teachers. When the administrator’s is visible in classrooms, he/she can see how 
teachers are practicing and are changing their instructional methods. Self- 
reflection will help when discussing goals and in determining what teachers need 
to meet them. This is also true of the evaluation of new teachers. Before any 
decision or recommendation is made about the teacher, administrators need to 
think about the teacher and his/her successes or failures. In that way, when 
problems occur, the self-reflection will help to dictate future help for the teacher 
and his/her students. It is also a good practice to have positive feedback even 
when negative circumstances are being discussed. Lastly, when administrators 
self-reflect on their experiences, they can continuously improve as the building 
leader. 
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COMPETENCY 10.0 MANAGING THE ORGANIZATION, OPERATIONS, 
AND RESOURCES 


Understand how to manage the organization and operations to support 
teaching, learning, and organizational effectiveness. 


In May 2007, the Georgia Department of Education published The School Keys: 
Unlocking Excellence through the Georgia School Standards. This document 
became the foundation for Georgia’s comprehensive, data-driven system of 
school improvement and support. Correlated to several well-known and 
respected research frameworks, The School Keys describes what Georgia’s 
schools need to know, understand, and be able to do. These points serve as a 
descriptor of effective, high-impact practices for schools, and should therefore be 
reviewed by educators working in the state. The School Keys document can be 
accessed online at www.doe.k12.ga.us/DMGetDocument.aspx/. 


SKILL 10.1 Implementing policies and procedures to provide schools with 
resources that support achievement of educational goals 


To achieve educational goals, there must be an organization framework that 
includes the following: 


e Safe, orderly, and inviting learning environment — This must be planned 
for, implemented, and maintained by the school. 

e Policies — Typically developed by sources external to the building (e.g., 

federal, state, local board of education), policies set a direction and 

framework for managing the total operations of the school as a learning 

community. 

Rules - In partnership with central office staff and the local board of 
education, school staff must develop and implement specific protocols that 
guide and inform the implementation of policy-based procedures. Such rules 
can delineate expected behaviors and consequences for violating those 
behaviors for students, instructors, support staff, and administrators. As a 
result of the clarity and appropriateness of these rules, the school 
establishes itself as a sustained, safe, orderly, and inviting learning 
environment and community of learning. 

Procedures - In order to reinforce the school’s role as a safe, orderly, and 
inviting community of learning, school staff collaborate to establish and 
implement step-by-step processes to successfully implement external 
policies and school-wide rules. 

Time on task/learning - To the extent it is possible to do so, the school 
maximizes time for students to learn and teachers to teach. Thus, 
interruptions and unscheduled situations and events are minimized or 
eliminated. Additionally, scheduled events are clearly aligned with 
articulated standards and goals. 
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SKILL 10.2 Effective organization and management of fiscal, human, and 
material resources; prioritizes student learning, safety, 
curriculum, and instruction 


Administrators seeking to provide a safe and effective learning environment must 
strive for the following: 


a) Supportive learning environment — In order to provide meaningful, relevant 
lessons, teachers should consider the interests, backgrounds, strengths, and 
preferences of students. Additionally, they should assess student progress, 
differentiate instruction, and nurture student capacity for self management. 


b) Organizational culture - The principal and teachers foster shared beliefs and 
a sense of community and cooperation. They promote a positive climate, develop 
shared understanding of purpose, and have a shared vision that drives the work 
of the school. 


c) Student discipline - There should be consistent implementation of a well- 
designed, clearly delineated, school-wide discipline plan. Educators should 
provide opportunities for students to learn personal responsibility. AS much as 
possible, administrators should protect teachers from discipline issues that would 
detract from instructional time. 


d) Instructional resources - The principal secures quality human and material 
resources. He/she coordinates them efficiently for instruction and develops 
schedules to maximize and protect instructional time. 


e) Management - The principal establishes standard operating procedures, uses 
an organized approach to managing the school, is aware of situations within the 
buildingl, is able to anticipate and prevent problems, and is able to make 
changes in managerial style based on situational variables. 


f) Visibility - The principal has quality interactions with staff, students, and 
parents; he/she is active in the community, and is visible at school events. 


g) Community Involvement - Partnerships are maintained among teachers, 
families, and the community. The principal develops programs that support 
learning and enhance student skills and talents. Strategies are implemented to 
increase family involvement such as providing parent-education workshops. 
Topics include child development ,supporting student learning at home, and 
communicating with families about school programs and student progress. 
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SKILL 10.3 Apply knowledge of group dynamics, team building, and 
formal and informal power structures in school and 
community contexts. 


Schools are communities of learning. Like all communities, they have norms, 
standards, practices, and rituals that guide and inform the patterns of interaction 
among its members. Culture includes the climate of the school as a whole. 
Additionally, communities can reflect multiple sub-cultures, which may have 
unique or distinct norms, practices, and values separate from the mainstream 
organizational culture. 


This mix can sometimes create problems that impede instruction. However, 
because the focus of school should be learning, barriers and obstacles must be 
overcome promptly. Problem-solving can be systematically handled using the 
following steps: 


) Identifying the problem 

) Framing the problem as a statement or research question 

) Collecting, analyzing, and presenting data to staff and other stakeholders 

) Using insights and conclusions from the data to generate potential solutions 
to the articulated problem 

(5) Generating a viable action plan to address the problem 

(6) Building a consensus about the appropriate final solution, 

(7) Using sustained data analysis to monitor and evaluate the effectiveness and 

impact of the solution 


(1 
(2 
(3 
(4 


SKILL 10.4 Uses effective time management procedures and strategies, 
including the use of technology 


Instructional time can be maximized when both schools and families fulfill their 
roles. The school is responsible for keeping instruction on track by reducing 
interruptions. It should be reinforced that students and families are responsible 
for in-class attendance. Teachers can encourage attendance and attention by 
keeping students active and engaged in the learning process. Various strategies 
can be applied in all content areas and grade levels; one such method is through 
the use of technology and computer programs. 


Just as it provides benefits in the classroom, information technology has the 
potential to enhance administrative efficiency and responsiveness. Successful 
use of technology requires sound decisions about quality, cost, reliability, and 
security of infrastructure and systems. Decision-makers must understand the 
infrastructure of the school and the computer applications necessary to support 
them. With this knowledge school leaders can set priorities for spending based 
on what will bring maximum benefit. 


EDUCATION LEADERSHIP 76 


TEACHER CERTIFICATION STUDY GUIDE 





For more information on technology in Georgia schools, please refer to the 
Information Technology page on the Georgia Department of Education website: 
http://public.doe.k12.ga.us/pea_infosys.aspxv. 


SKILL 10.5 Management of school or district operations within the 
structure of Georgia public education rules, regulations, and 
laws 


Numerous resources exist to aid Georgia’s educators in the implementation and 
achievement of their school-improvement plans and related achievement targets. 
In addition to the central office, schools should access the services of regional 
and state human, material, and financial resources, such as the: 


Georgia State Department of Education 
Regional Educational Service Agency 
Educational Technology Training Centers 
Georgia Learning Resources System 


SKILL 10.6 Provides health services to students, including legal and 
regulatory requirements 


Schools play a vital role in shaping behaviors that will last a lifetime. A health— 
conscious environment teaches nutrition and exercise in the classroom, the 
dining room, and throughout the school. Positive messages help students 
develop and practice healthy habits about eating and physical activity. Though 
long-term effects are important, short-term benefits are well documented. At all 
ages, and particularly among adolescents, physical activity is consistently related 
to higher levels of self-esteem and lower levels of anxiety and stress. 


A coordinated school health program consists of the following eight components: 


Counseling, psychological, and social services 

Health education 

Health promotion for staff 

Health services 

Healthful school environment 

Nutrition services for family and community involvement 
Physical education 


The National School Meals Program began implementing new local wellness 
policies mandated by Congress. These policies call for improvements, such as 
increasing access to nutritious foods and beverages, integrating nutrition 
education into the curriculum, and increasing physical activity and after-school 
opportunities. Additionally, Georgia’s schools are held to specific nutritional 
standards for meals served. The lunch meal must include 30% of student’s 
Recommended Dietary Allowances (RDA). 
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SKILL 10.7 Provides safe and efficient student transportation, including 
statutory and regulatory requirements. 


Safety education must be conducted and licenses renewed annually for the 
following groups: 


e CDL-licensed school bus drivers 
e School bus technicians 
e Local student transportation administrators 


Students should also be educated on a regular basis. Evacuation drills should be 
conducted with passengers and drivers annually. There should also be a 
structured procedure for bus drivers to report unacceptable student behavior. 
Each bus should have a file that includes monthly bus inspections and records of 
repairs made. In accordance with State Board Rule 160-5-3-.08, all bus 
accidents must be submitted by the local school system to the Georgia 
Department of Education. Within 45 days of an accident, a report should be 
submitted if it: (1) generates a police accident or incident report; (2) involves any 
amount of property damage; (3) involves operation of the bus which causes 
personal injury or fatality to occupants in the bus. Other accidents involving 
vehicles or pedestrians should be reported via the method prescribed by the 
Georgia Department of Education. These reports are then used to monitor 
statewide trends, develop more effective safety programs, and reduce 
preventable accidents. 
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Sample Test 


. At the beginning of the year, the 


principal has implemented a 
change in the way exams are 
submitted to the main office. 
Even after the changes are 
shared, some teachers submit 
the exams in the way they 
choose. At the end of the year, 
the principal gives a bad review 
to those teachers who did not 
submit the reports as specified 
and teachers are very upset by 
the bad reviews. The principal 
could have avoided this conflict 
by: 

(Rigorous) Skill 1.1 


A. Not requiring adherence to 
the established policy 

B. Providing feedback during the 
year so that teachers were 
reminded of the policy 

C. Changing the policy in the 
middle of the year 

D. Going to each classroom to 
collect the exams 


. Effective school leaders must be 


willing and able to do all of the 
following EXCEPT: 
(Average) Skill 1.2 


A. Keep an original decision in 
the face of new evidence 

B. Clearly delineate expectations 
for all stakeholders 

C. Manage the school by walking 
around and being visible 

D. Be consistent yet fair 
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3. 


This model of change gives 
administrators and teachers equal 
power during the change process. 
(Easy) Skill 1.3 


The Organizational Resistance to 
Change model (ORC model) 

The Organizational Development 
model (OD model) 

The Organizational Parts, Units, 
and Loops model (OPUL model) 


. The Educational Change model 


(EC model) 


. At a recent town-hall meeting, 


parents expressed concern that 
recent graduates have been 
unable to find employment in 
fields requiring knowledge of web- 
design and website creation 
software. This gap exists in the 
students skills because the school 
administration failed to: 

(Average) Skill 1.4 


A. Maintain the status-quo in 
course offerings 

B. Appeal to student interests 

C. React to changing 
environmental conditions, 
particularly job-market 
requirements 

D. Administer surveys about the 
jobs held by parents 
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5. A three-member committee 
planned a pep rally to increase 
attendance at school basketball 
games. During the month 
following the rally, attendance 
increased by 10% at the first 
game and 15% at the second 
game. The coach felt that the 
planned strategy was a success, 
the PTA representative thought it 
was a failure, and the principal 
could not decide how to view the 
attendance changes. What is the 
MOST likely reason for this 
disagreement? 

(Rigorous) Skill 1.5 


A. The committee did not attach 
the plan to measurable goals 
and objectives. 

B. The coach, the PTA 
representative, and the 
principal each measured 
success differently 

C. The three members of the 
committee did not get student 
feedback on the attendance 
changes 

D. Both A and B 
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6. Which of the following best 
illustrates a behavioral objective? 
(Average) Skill 1.6 


A. Students will be able to solve 
multiplication word problems 
at the rate of one problem per 
minute with 80% accuracy 

B. Students will appreciate the 
originality of cultural music 

C. Ten percent (10%) of the 
students will comprehend the 
implications of good health 
and physical fitness 

D. By the year 2000, the literacy 
rate among all adults will 
increase to at least 90% 


7. Teachers may resist change for all 
the following reasons EXCEPT: 
(Easy) Skill 1.7 


. Habit of doing the same 
things for years 

. Fear of failure 

. Perception that sticking with 
the old will be easier 

. Belief that the new idea will 
meld with their current beliefs 
or practices 
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8. Which of the following is the first 
step in instruction? 
(Average) Skill 1.8 


A. Diagnosis 

B. Effective use of time 
C. Instructional planning 
D. Preparation for testing 





Easy ; 





, 6,8 








of} BIN 





3 
Average Rigor 2, 
Rigorous 1 


3 








1. Philosophies reflect a particular 
school of thought and provide the 
impetus for developing the 
curriculum’s - 


(Rigorous) Skill 2.1 


. Aims, goals, and content 

. Philosophy, goals, and 
objectives 

. Aims, objectives, and goals 

. Philosophy, aims, and 
objectives 


00O WPYr 


2. The systematic assessment of 
school needs should include all 
the following EXCEPT: 

(Easy) Skill 2.2 


A. Anecdotal student records 

B. Student test results 

C. Comparison of neighboring 
schools 

D. Direct teacher observations 
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3. Three approaches to leadership 


include contingency, situational, 
and trait. Which of those three 
includes the other two? 
(Rigorous) Skill 2.3 


A. Trait 

B. Contingency 

C. Situational 

D. None of the above 


. Why is it important for leaders to 


understand their own positions 
and why they have taken those 
positions? 

(Average) Skill 2.4 


A. So they can convince people to 
adopt their positions 

B. To constantly remind 
themselves why they hold 
positions of leadership 

C. Because as human beings, 
leaders can allow themselves 
some faulty decisions 

D. So their biases do not cause 
them to ignore logic and 
evidence 


. Which of the following fiscal 


challenges should school 
administrators be LEAST 
concerned about? 
(Average) Skill 2.5 


A. Collapse of Infrastructure 

B. Theft from Bank Accounts 

C. Limited Budget Monitoring 

D. Substantial Long-Term Debt 
Commitments 
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6. How can administrators determine 


if the school or district is 
progressing towards the 
educational vision? 
(Easy) Skill 2.6 


A. By regularly checking the 


school budget and adjusting 


spending accordingly 


B. By setting benchmarks and 
regularly checking progress 


towards the benchmarks 


C. By holding annual meetings for 
key district officials to discuss 


the progress 


D. By aiding students as they 


move from one level of 
educational attainment to 























another 
Easy 2,6 
Average Rigor 4,5 
Rigorous 1,3 
1. isa 
commitment to think before 
acting 


(Easy) Skill 3.1 


A. Working 
B. Learning 
C. Planning 
D. Deciding 
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2. The principal competency 
“concern for image” deals with 
(Average) Skill 3.2 


. Concern for the school's 


image 


. Concern for the principal's 


image 


. Concern for the image of the 


students 


. All of the above 


3. A third-grade teacher approaches 
the principal in the hall with a 
complaint about student behavior 
at recess. The most appropriate 
response for the principal is 

(Average) Skill 3.3 


A. Listening carefully and 


reacting only when the 
teacher has completed her 
complaint 


. Reacting to each point as it is 


made 


. Asking the teacher to 


schedule a meeting where he 
or she can discuss the matter 
at length 


. Immediately suggesting that 


the teacher pursue the matter 
with other members of her 
grade-level team 
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4. Your school has recently faced 6. In order to receive the proper 
several challenges due to gang annual budgetary allotment, a 
activity in the neighborhoods principal must do which of the 
surrounding the building. What is following at the beginning of the 
the best initial strategy to tackle school year. 
this problem and why? (Average) Skill 3.6 


(Rigorous) Skill 3.4 
A. Reconcile the prior years 











A. Forming an advisory panel of spending with the funds that 
internal and external will be provided 
stakeholders; this will harness B. Ensure that an accurate 
the expertise and support of census of student attendance 
multiple segments of the school is taken 
community C. Select the second signer 

B. Negotiating with gang leaders necessary for all checks to be 
during a series of meetings; cashed 
this allows you as the school D. Begin the process of 
leader to take charge of the maintaining hard copy and 
problem by addressing it at its electronic records 
root 

C. Providing the counseling staff Easy 1 
with intense professional Average Rigor 2,3,6 
development on gang issues; Rigorous 4,5 














they can encourage students to 
resist the gangs 


D. Holding a press conference 1. Principals should visit classrooms 
that will be broadcast on the on a regular basis to provide 
local news channels; this will and 
comfort the community and let —  fgadback to 
them know that the school is teachers. 
addressing the situation (Easy) Skill 4.1 

A. Ongoing, critical 
5. All of the following are types of B. Timely, accurate 
evaluations EXCEPT: C. Delayed, vague 

A. Content D. Consistent, fair 

B. Context 

C. Concept 

D. None of the above are types of 
evaluations 


(Rigorous) Skill 3.5 
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2. How can administrators foster an 3. A seasoned school principal 
atmosphere where calculated would like to institute a month- 
risks are encouraged? long process in which veteran 
(Average) Skill 4.2 teachers will observe and mentor 

first-year teachers. Among other 
A. By systematically guiding staff changes, she will have to spend 
in researching and additional funds to hire substitute 
implementing techniques that teachers. How can the principal 
are cutting-edge but also based convince the superintendant that 
on strong theoretical these expenses are justified? 
frameworks (Rigorous) Skill 4.3 
B. By involving teachers in all 
stages of making decisions, A. It is more cost effective to hire 
they are able to appreciate the a substitute teacher during the 
results and consequences of school day rather than paying 
various decisions full-time teachers overtime to 
C. By remembering that the do observations after school 
principal is ultimately B. Even though the first year 
responsible for the educational teachers would not receive 
outcomes of the school much benefit, the veteran 
D. By using all of the above teachers would have a sense of 
ownership in their colleagues’ 
careers 


C. This strategy is most beneficial 
to the principal who will no 
longer have the responsibility of 
observing individual teachers in 
their classrooms 

D. Distributed leadership is 
effective in the sharing of 
power; this process leads to 
more effective and less costly 
professional development for 
the teachers 
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4. Students are able to learn only 7. As an administrator you have 
after they feel safe and secure in received a warning about 
their environment; this concept is impending student violence but 
supported by are not sure how to proceed. 

theory. What should you do? 
(Average) Skill 4.4 (Rigorous) Skill 4.7 
A. Gardner’s, multiple A. Contact the police immediately 
intelligences B. Meet with your counseling staff 

B. Maslow’s, hierarchy of needs and place them on high alert 
C. Lewis’, organizational design C. Contact the school district to 
D. Piaget’s, developmental stages learn the appropriate protocol 


D. Attempt to identify and work 
with the students rumored to be 
5. Your school has been divided due behind the plot 
to an ongoing dispute between 
two highly respected senior staff 























members. In order to resolve this Easy ee, 

conflict you should use all of the Average Rigor | 2, 4,6 

following EXCEPT: Rigorous 3,7 

(Easy) Skill 4.5 

A. Conferences between 1. Which of the following is the 
conflicting parties correct sequence? 

B. Neutral parties to hear issues (Rigorous) Skill 5.1 

C. Informal agreements for 
resolutions A. Curriculum design precedes 


D. Safe avenues for engagement instructional design 


B. Instructional design precedes 
curriculum design 


6. Which of the following is a teacher C. Neither step precedes the 
behavior that decreases student other, they occur at the same 
misconduct? time 
(Average) Skill 4.6 D. None of the above 
A. With-it-ness 


B. Movement smoothing 
C. Underlapping 
D. Rule avoidance 
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2. Standards based education 5. How can school leaders balance 
consists of the following areas both the demand to focus on 
EXCEPT: subject-matter instruction and the 
(Easy) Skill 5.2 demand to focus on other 

developmental domains? 

A. Classroom layout requirements (Rigorous) Skill 5.5 
that must be met 

B. Skills and knowledge that A. By adjusting the allocation of 
students must learn resources and curricular focus 

C. Performance standards that according to how students are 
students must achieve in order achieving toward the school’s 
to receive a passing grade mission 

D. Materials, resources, and B. School leaders should focus on 
strategies to ensure that all subject-matter instruction and 
students achieve the standards not divert resources toward 


other developmental domains 
C. These two demands can be 


3. In order to meet the needs of balanced by utilizing the district 
diverse learners, administrators funds for subject-matter 
must have the personnel instruction while raising 
necessary to address particular external funds to address the 
needs. The BEST way to achieve other developmental domains 
this is to: D. School leaders should give 
(Average) Skill 5.3 equal attention to subject- 

matter instruction and the other 

A. Have access to a staff of skilled developmental domains 


support personnel 
B. Train each teacher to meet the 























needs of every student Easy 2,4 

C. Refer students to other schools Average Rigor | 3 
that can better meet their Rigorous 1,5 
needs 


D. Recruit parents and community 
members to support teachers in 
classrooms 


4. Which of the following is the only 
type of research design that 
identifies a causal relationship? 
(Easy) Skill 5.4 


A. Correlation 

B. Naturalistic Observation 
C. Case Study 

D. Experimental 
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1. What would improve planning for 
instruction? 
(Average) Skill 6.1 


Describing the role of the 
teacher and student 
Assessing the outcomes of 
prior instruction 
Rearranging the order of 
activities 

Giving outside assignments 
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2. Effective teachers are aware of 
which of the following 
developmental domains and why? 
(Rigorous) Skill 6.2 


A. Physical, because this 
determines when students can 
perform certain tasks 

B. Social, because this specifies 
the types of interactions 
students can be provided 

C. Cognitive, because this 
identifies what academic 
concepts students can process 

D. All of the above, because all 
three domains impact how 
students learn 
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3. To implement a research-based 


instructional program, an educator 
must be stay abreast of 
contemporary publications in 
education. Which of the following 
is not a question that should be 
asked when reading a journal 
article? 

(Easy) Skill 6.3 


A. When was the article written? 

B. How long is the article? 

C. What are the author’s 
credentials? 

D. Are other writers/professionals 
writing or speaking about the 
same idea or approach? 


. Applying the SMART method 


means that goals should be: 
(Average) Skill 6.4 


A. Score-able, measurable, 
achievable, relevant, and time- 
framed 

B. Specific, memorable, 
achievable, relevant, and time- 
framed 

C. Specific, measurable, 
achievable, relevant, and time- 
framed 

D. Specific, measurable, 
agreeable, relevant, and time- 
framed 
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5. You are a new administrator in a 7. What is the ROOT CAUSE for the 
school whose students come from slow pace of technology’s 
households with the lowest diffusion and integration into 
income levels in the district. How teachers’ practice? 
can you best support teachers in (Rigorous) Skill 6.7 
providing remediation services to 
these students A. Teachers and administrators 
(Easy) Skill 6.5 are often not prepared to 

advance and manage 
A. By supporting outreach technology in schools 
efforts aimed at engaging B. Teachers are afraid of 
parents technology 
B. By hosting staff retreats to C. Administrators do not want to 
discuss the challenges pay for the expensive 
C. By reporting the students’ equipment 
situations to court officials D. Students are not interested in 
D. By providing teachers with technology 


students from higher 
income brackets 
8. The algebra teacher will use a 
software application for students 


6. Principals must effectively to calculate several math 
manage their budgets in order to equations. Which of the following 
optimize their limited resources. types of software would best 
Which of the following is NOT a complete the task? 
wise strategy to manage the (Average) Skill 6.8 
budget? 


Communications 
. Word processing 


(Rigorous) Skill 6.6 


VOW> 











A. Maintaining careful . Database 
documentation of income . Spreadsheet 
and expenses 
B. Implementing fund 
restrictions that exceed what Easy CPEs 
is required by the district Average Rigor | 1,4,8 
C. Enforcing clear policies Rigorous 2,6,7 














regarding the use of funds 
and other resources 

D. Utilizing effective 
communication regarding 
budgetary matters 
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1. Is grading a necessary 3. is a standardized test in 
component of formative which performance is directly 
assessment? related to the educational 
(Rigorous) Skill 7.1 objective(s) 


(Rigorous) Skill 7.3 
A. No, formative assessments 


are intended to give feedback A. Aptitude test 

during the learning process, B. Norm-referenced test 
assigning grades is not C. Criterion-referenced test 
necessary D. Summative evaluation 


B. Yes, grades are what allow 
students to know their status 





in class, without grades, the 4. An example of reliability in testing 
assessment is not useful is 
C. Yes, formative assessments (Average) Skill 7.4 
must be assigned letter 
grades A. Items on the test produce the 
D. No, formative assessments same response each time 


. The test was administered 
with poor lighting 


are conducted only once, at B 
C. Items on the test measure 
D 


the end of the lesson or unit 


what they should measure 
2. School choice can affect an . The test is too long for the 
administrator's focus on sound time allotted 
assessment practices because: 
(Easy) Skill 7.2 
5. Test results should be 


A. The school has the choice in disaggregated and examined by 
how to react to the assessment several characteristics including 
results all of the following EXCEPT: 

B. Parents often choose to place (Easy) Skill 7.5 
their children in schools with 
high assessment-scores A. Gender 

C. Teachers may choose to void B. Free and reduced lunch status 
their contract and move to C. Ethnic background 
another in-district school D. Prior school attended 


D. After their contracts expire, 
administrators have choices of 
which schools they will lead 
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6. As principal you would like the 
community to be well aware of the 
school’s recent achievement of 
99% of students scoring 
proficiently on the state 
assessment. Which method is 
least effective in achieving this 
goal? 

(Average) Skill 7.6 


A. Distributing the school 
newsletter with a prominent 
article on the results 

B. Hosting a presentation to the 
local community leaders and 
business committee 

C. Making phone calls to student 
homes 

D. Posting the news ona 
webpage on the school website 

















Easy 2,5 
Average Rigor 4,6 
Rigorous 1,3 








1. The school curriculum is 
maintained by an ongoing process 
of: 

(Easy) Skill 8.1 


A. Implementation, development, 
and evaluation 

B. Development, implementation, 
and evaluation 

C. Evaluation, development, and 
implementation 

D. None of the above 
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2. According to Ornstein and 


Huskins (1993) each of the 
following are phases of the data 
gathering process EXCEPT: 
(Easy) Skill 8.2 


A. Collecting 
B. Organizing 
C. Analyzing 
D. Redefining 


. Your high school's drama troupe 


has just won first place honors at 
the State Thespian Festival. 
Which of these actions would 
BEST serve to promote the 
performing arts program's image 
to the parents and community 
members who live near your 
school? 

(Average) Skill 8.3 


A. Invite reporters from local 
newspaper, radio, and 
television to a news 
conference 

B. Write an article for a nationally 
recognized education journal 

C. Schedule an "open to the 
public" evening at which 
students present their winning 
vignettes 

D. Post the news on the activities 
sign board in front of the 
school 
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4. Which of the following is nota 
principle of school accounting? 
(Rigorous) Skill 8.4 


A. Revenues and expenditures 


are recorded as the 
transactions occur 


. An accrual basis is used for 


transactions 


. Acash basis is used for 


transactions 


. Revenues earned are 


recorded as assets and 
expenditures are liabilities 








Easy 





Average Rigor 





AR) oO); 


Rigorous 











1. Which of the following is MOST 
LIKELY to assist participants in 
staff development activities to 


retain information? 
(Average) Skill 9.1 


A. Cover the topic in a single- 


session workshop 


B. Cover the topic in a three to 


four session workshop 


. Cover the topic throughout the 
school year, allowing teachers 


to try the strategies then 
report back 


. Cover the topic daily at 


informal meetings 
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2. Which of the following is NOT 
required when bringing punitive 
action against a teacher? 
(Easy) Skill 9.2 


oo 


A. 


B. 
C. 
D. 


A video-tape of the hearing 
Notification of charges in 


writing 
A transcript of the hearing 
An impartial hearing 


. The principal has just assigned 
you to supervise a teacher. She 


tells you that because of the 


mentees developmental stage in 


his teaching career you, the 
supervisor and the teacher will 
take equal responsibility for 


meeting the teacher's professional 
needs. This explanation tells you 


that the teacher is in which 


developmental stage in his career: 


(Rigorous) Skill 9.3 


A. Survival stage 
B. Adjustment 

C. Mature stage 

D. Retirement stage 
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4. As principal you want to 
encourage teachers to use 
research-driven improvement 
strategies. All of the following are 
effective strategies EXCEPT: 
(Easy) Skill 9.4 


A. Presenting recent articles at 
faculty meetings 

B. Quoting current findings on 
improvement efforts in other 
districts 

C. Encouraging teachers to 
systematically record and 
report on their classroom 
practices 

D. Requiring teachers to submit 
article reviews each week 


5. An employee has been 
incompetent all year although you 
have followed all steps to give her 
evaluations, feedback, and 
guidance for improvements. She 
has instituted a grievance against 
you for allegedly harassing her 
and claims that she is an excellent 
teacher as demonstrated by her 
work at other schools. You have 
documented her work and through 
the grapevine you learn that she 
was under personal stress. What 
should you do to decide her fate 
for the upcoming school year? 

(Average) Skill 9.5 


A. Terminate her 

B. Discuss the matter with 
another principal 

C. Rehire her because she had 
problems 

D. Evaluate her against the 
district's pre-selected criteria 
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6. A teacher became very irate in 


your office. An assistant principal, 
another teacher, and you were in 
attendance at the conference. 
You remained calm, listened 
patiently to the irate teacher and 
accepted the emotions as 
understandable due to the 
information the irate teacher had 
received. After he was finished, 
you presented the complete 
information on the subject. The 
teacher became calm and 
apologized for his behavior. The 
example set by you was: 
(Average) Skill 9.6 


A. 


B. 


Not likely to be important to 
the other staff present 
Viewed as being too easy on 
the irate teacher 


. Appropriate modeling of 


having patience with someone 
who is reacting emotionally 


. Supportive of teachers 


behaving in inappropriate 
ways 
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7. How can principals use 


Professional Learning 
Communities to support 
professional development 
activities? 

(Rigorous) Skill 9.7 


A. This provides teachers with a 
group context in which they can 
discuss new ideas they learn 
during professional 
development activities 

B. This requires that each 
member become an expert ina 
particular area and then host a 
professional development 
session for the other teachers 

C. This concept is best applied by 
principals who have new, 
younger teachers who are 
more willing to try this cutting- 
edge strategy 

D. None of the above 


. Administrators should engage in 
self-reflection for all the following 
reasons EXCEPT: 
(Rigorous) Skill 9.8 


A. To organize their thoughts and 
ideas for effective 
communication with 
stakeholders 

B. To maintain the journaling 
hours required by the district in 
its contract with all 
administrative-level 
professionals 

C. To systematically record 
personal thoughts about each 
teacher and his/her successes 
or failures 

D. To determine what professional 
development opportunities the 
administrator should use to 
improve his or her practice 
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Easy 2,4 
Average Rigor 1;5,.6 
Rigorous 3,7,8 








1. Learning is maximized when 
teachers and students remain on- 
task for most of the class time. 
This can be facilitated by which of 
the following means? 

(Easy) Skill 10.1 


A. When interruptions are kept to 
a minimum 

B. When scheduled events have a 
clear, consensus driven 
learning purpose 

C. When tasks are clearly aligned 
with articulated standards and 
goals 

D. All of the above 


2. In order to individualize instruction 
and address the needs of specific 
groups, administrators must use 
assessment results that have 
been: 

(Rigorous) Skill 10.2 


A. Disaggregated 
B. Combined 
C. Published 
D. Reviewed 
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3. The school principal ensures that 


she interacts with students, 
maintains a presence at 
community meetings, and attends 
after-school functions and non- 
academic events. She is 
demonstrating the principle of: 
(Average) Skill 10.3 


A. Fiscal management 
B. Academic support 
C. Visibility 

D. Support of learning 


. Which of the following is NOT a 
step in the collaborative problem- 
solving process? 

(Rigorous) Skill 10.4 


A. Identifying and framing the 
problem 

B. Collecting and using data to 
generate solutions 

C. Building consensus and 
generating a plan of action 

D. Minimizing the impact of the 
problem 


. Technology can enhance the 
efficiency of schools if the 
investment is made wisely. Which 
of the following must decision 
makers consider MOST heavily 
when they evaluate technology: 
(Average) Skill 10.5 


A. Costs and discounts 

B. Security and copyrights 
C. Quality and reliability 

D. Usability and authenticity 





6. Within the state of Georgia, 


numerous resources are available 
to support schools, administrators, 
and teachers. Which of the 
following is NOT a governmental 
support agency? 

(Easy) Skill 10.6 


A. Georgia State Department of 
Education 

B. Educational Testing Service 

C. Educational Technology 
Training Centers 

D. Georgia Learning Resources 
System 


. What is the purpose of the 


National School Meals Program? 
(Average) Skill 10.7 


A. To increase access to nutritious 
foods and beverages 

B. To increase physical activity in 
the curriculum and after school 

C. Both A and B 

D. Only A 


. Safe and efficient student 


transportation includes all of the 
following EXCEPT: 
(Easy) Skill 10.8 


A. CDL-licensed school bus 
drivers 

B. Annual evacuation drills 

C. Procedure for bus drivers to 
report unacceptable student 
behavior 

D. Daily logs of all students 
transported 
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XAM solves 

- Your single subject guide is unique to your state. 
- Overlap between states generally only 60%. 
- Win-Win = You actually get exactly what you need. 
- We contribute to a higher quality teacher each year. 
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UNIQUE FEATURES 








What is RAPT Sample Test? 






You ask 
- How hard is the test? R= Rigor 
XAM solves 

- Difficulty level is identified. 










You ask 
- Are the questions really like the ones on the test? A = Alignment 
XAM solves 

- Questions are designed to be aligned at a detailed skill level. 










ETHICAL STANDARDS 


You expect 
- A study guide that is current 
XAM solves 

- 2009 edition — All newly written 


You ask 
- What is the weighting of XAMonline sample test questions? P= Percentage 
XAM solves 

- 20% easy questions, 40% in-field average rigor, 40% rigorous 







You ask 

- How can | tell how | am doing? T = table 

XAM solves 

- A table groups difficulty levels into groups. 
- Dot with a magic marker all answers you get right. 
- You then can graphically see what level of 
rigor your skills are at. 







You expect 
- Astudy guide that is unique for your test. 














You ask 
- Reflect a true representation of material needed to study. 

XAM reputation 

- Since 1996 XAM writes detailed study guides that are several hundred pages at 
both competency (topical understanding) and skill level (execution level of details) 











You ask 
- A website to keep me informed of the latest updates and be able to 
order books? 

XAM solution 

- www.XAMonline.com 
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